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2011 RECURRING SYSTEMIC JSSUES REPORT 
EXECUT E SUMMARY 

The Chrkf ren's Special investigations Unit rGSIU") was established bv the Boaid ft f 

cft8d deaths and senous incidents of child abuse and neglect ^fl^^L^T 
and/^pe^iston of County Departments, CSIU cuSSi dSEd Kal 
tavesttgations into child frMHtoa for the purpose of ktentifyino SS L^ 
■« may hava confributad to the oMUt de£t <5lE^^ St23^ 
^de^ature affotfs GStU Wm opportunity to m^^^J^ m * 

CSnJufltaM a fact-based anaiysis of each fatai/ty to identify systemic issues A* *.«* 

despte mlenrentlon by DCFS and other County Departments mtSfeoort CSluS* 
undertaken an analysis of the findings from the cases it revised ZrT^iS 

BEM^^~ s** of 14 «STS^TSK 

incwent enabled CSIU to identify patterns of systemic Issues that are nsoresantatiu* «f 
tha larger jundamehtai systemic issues that has impeded OCF? SSto^SuTta 
mission «*h excetience. The lowing Recurring Systemfc^L !S mSJS? 

1. Front End investigative Failures 

?' *? ,fI * jtementa tk" of Policies and Decision-Making Tools/Strataoies 

KrtSf Commun,cat ™- ^ration «>d CcorXafenof ^ 

4. The Need for Strategic Human Resource Management 

l?l 1 ?-? U Lf rf L 5 Ca8e3 lnv estigated by CSRJ, 'Sort-end' feflures were identified «« » 
contnbuifog factor to a tragic ending. TW failures ran* "S^SmrSSJi 
emergency response investigations to jeopardizing tha^id^ Sn^«S? 
assessments by incorrectly i for nffJSJM? »1S ZJ!* d ^ afety 
J* those JLnnSXu ^^SS^h^Z'taS^ 
IMm come in many forms but aif a* eeuaSy •faj^'^^!^ 
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In 10 out of 15 cases, CSIU found poor communication and/or coordination between 



DCFS and other service providers, including other County Departments to be a 
systemic issue that contributed to the deathof a child. For this reWthe 

eZZS!^ L n JL rep °? of S! n tothen «^^ DCFS to effectively 

investigations also revealed mat tie need for DCFS to coordinate services nmi/M^ ♦« 

SSft b¥ out ! w f T* 6168 18 nwimmwi iSSSP 8 to 

DCFS does not stand atone in the mission to protect chiidren and cannot possibly 
n dW ZL"Z> ,S f 8 pre9ented bv th « lilies it serves on its own. Other eZty 
f^^^ftf w SS % Professionals must take an active rote in providing the 

ntte^^ir^ Ha f'l 8a W^ DCFS has the critical 

roie otcpordinating and integrating ail professionals that play a role in child orotection 

a Snss issr -2* ^ — * 222? 

SJhfKFI? * 2 m !S *® nucteu8 for communication and irrformation- 

2SS!S5K23^^ tt 18 DCFS " h0 }s mmm * m for *• *■*•» ~* 

numan element* of its organization. In other words, no matter how many policies and 
2SE^ i !l P ?. ^P*"-** Department's success will always dl^Knls 
If ^ h,re A ta 2 and individuals. Inorderto ensure 
*ridren s lives are not endangered by poor performers. DCFS must ettablishbalic 
pe^rrr«nce expectrtions for employees at ail levels and reinforce m^ eS^tons 
wtth meawngf ul performance assessments and guidelines for accou^intT^ 
in order to address these Recurring Systemic Issues, CSIU mmnZE!** 



1 "S^S 3PPr0aCh t0 the reCruitment ' and 

Stai^lt^f evafe** the petfbmianceT 

investigators before they are approved to work independently. 

2. DCFS must undertake a comprehensive review of its policies strategies and 

achieving their intended purpose. In doing so, DCFS should consider: 
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' SSS^ 6 ^" 16 »^*n*»onlM» o, Vo,un,a,y Fa n% 

4 DCFSmU8,adWaS, ^P^^-na 9 ,„ 0tehumanresouroM • 
> DCFS should evaluate the mi** 

Regional AdmmMratofB, Reofonal AdmM^L^^Z*' A »«l«tont 
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INTROD^CTirtfl 



2010 and December 2011 Of torn. ? ported te OCFS between Jutw 

2, u i^ h «266 wth prior DCFS hUwy wem „,^ S r *P° rtBtf »»t 37 fetalFOee 

October 201 G and December 20' MeL^Jf" re * oit of abus « Cf neglect Befw~/n 

one bend analysis' of three cases 2 anripiff, culm ' na{ * n fl *> seven full Worts 1 
*>tei t ed reports We de*™^^^^^* <*°* ***** * whA« ' 

as? - 

> "Front End" Investigative Failures; 

J P* Effective Implemented of Derision ftteti™ t*-. 

> Tha Ne^j tor Improve C^un^on^^ ^J"* Sbli * l »* 
Services; and ^ on ' ,rrte Srabon and Coordination of 

> Meed fer Sfrategic Humafi 



iSi^^ ^ ^^ K: ^ v '■ i, ^ <,l •- **** 
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This fact-based analysis presents a unique opportunity to examine the need and 
TffT m Wh ?' e8a, ?.f han S~ «" the way DCFSand thi Cm^TlmMg^^ 

SoS? SS2^SS£l£^ f T 0ft ^fP^opP^unWes for Improvement ft* If 
^farnB^^FS^i^ P ° S ^ e chan 8~ and outcomes for the children 



THE CHILDREN 

ine cranren wno were the catalysts for the changes recommended in this report. 
Johnny C. 

i£*J*Z !? t hm K°- ff 9 ***** by San County CPS and found to be 

Ik ^tTTf£ Vte M phys,Ca, « 86X081 and motional abuse white rSg wttn 
h»motf»r «n her boyfriend's home. At the time of DCFS' last contact wMft tr^X* fa 
2006. she had already lost custody of three other children due % £mSn» of 
abuse and drug abuse. The 2006 DCFS referral alleged thatmo^Sed P 
mejhamphetamfr*s and neglected Johnny. Wother^ed DCWH* skteeks and did 

ChrtoiaiiP.&Mtet>^iM 

d- "V»; Fl ™ y»™ P"or, the mother 'aged our of the dependency 

OSS? ■ x^J ^ had Chri8Uan ' DCFS rStd 
o^^TLSKSE » Chns,ian - The referrals were dosed and no services 

EsEdsiLfA 

r»I^l d ,«.M a ™* ,,0 "j? b woun « «> the chest inflicted by his sister over an 
ca„s primal refeted to mar»uana use, '&Jfi2 WdKS^ 
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tmW^tT^H^ and h& : DCFS hi8t0f y ™* rete « Primarily to marijuana 

^ h ^L V ' h f ^ IMnfl for sWeen In the home of her 
SSKt^, ^" 8 8 , when ?" dled bv ^ hand from severe physlcTabu^e 
Notwithstanding a cnminal record and seven orior dcfs mforrato ^J*IwV« iT 

Agency (FFA) certified her as a foster parent and DCFS coninueTtc w^mMMmT^l 
her care. Relying primarily upon the FFA to assess Violrt wSno DCFS 

Z^ Zt^ 3 T a , C0nvicted fe,on > •* 8 «ould have been deaf Wc^m that 
the foster mother posed a danger to the children DCFS entrusted to her c?«T 

aSSSI ESS h^t^ oW ^ w h# dted frw " Wunt force trauma to the abdomen 

2?zIS deatn - DCPS had no contact with Deandre before he 

fame StSrS?* 8pent a "H)rth ^ U mSg to the 
fCLTS^ETL^ 10 findthe fam »y des P"« having the correct address in™ 
torn. At the time of Deandre's death, DCFS had stl not ttSS^A 

Jor B» T. 

mX^iS 98 *" h0me - *" hour and 8 half ^ hung himself In hi, 
•unfunded-. Although he had S vT^X^enSoS^H^H 
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ZachpryH, 

18 year old Zachary died of an accidental drug overdose alter running away from his 
DCFS group home to his friend's board and care facility where they got high on 
methadone and marijuana. Zachary first became a dependent at age 6 and after 
several years, his maternal aunt assumed legal guardianship over Zachary and the 
Dependency case closed. However, Zachary re-entered the dependency system at age 
15 as his legal guardian was no longer willing to care for him given his severe 
behavioral problems. Throughout his teen years Zachary had contacts with DCFS, 
Probation and DMH who together, worked hard to meet Zachar/s special behavioral, 
educational, and emotional needs. In the end it was a tragic accident that took him. 

Cynthia P. 

Two month old Cynthia died when her parents, who were drunk at the time, left her 
face-down in her crib. A Hotline referral had been made at the time of Cynthia's birth 
because she was bom while her mother was in an in-patient drug program and on 
methadone. Based on a completely blank SDM 'Hotline tool* the referral was 
"evaluated out" and there was no investigation required. Cynthia was never seen 
despite the fact that Cynthia's mother had a prior history with DCFS having lost custody 
of four other children due to drug abuse; a history of which the ER worker was unaware. 

Erica J. 

Two year Erica she died of massive trauma Oct 7, 2010 inflicted upon her by her 
mother's boyfriend. At the time of Erica's birth, DCFS had received a Hotline referral 
from the hospital due to concerns that both parents were minors, they were both on 
probation, were prior DCFS dependents themselves, Mother had a propensity for 
violence and the plan was to live with the paternal grandmother who was a Regional 
Center Client. The SDM risk finding was "high" and the recommendation was to 
promote to a case; however, the findings were overridden because the allegations 
were unfounded". There was no open DCFS case at the time of her death. 

Hakeem F» 

Hakeem suffered critical head injuries consistent with being thrown against a wall. This 
occurred just eight weeks after he was bom exposed to marijuana. Mother had a 
lengthy drug history and had lost custody of four of Hakeem's older sibling*. Despite 
Mother's known history with DCF8 and her pattern of disappearing from DCFS, the 
Hotline generated a 5 day response time. DCFS permitted Hakeem to be released to 
his mother following mm initial contact with the family white Hakeem was stli in the 
hospial. The wferrai remained open far 57 days with no additional contact between 
DCFS and the family. The referral was stilt "open" at the time of Hakeem's near death. 
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P^e 5 eCUfrinfl Sy8temto '•«*• Report 
Amanda c 



^2S!SS^ * an enlarged heart an, ^ 

participating In a VFM, a L^er S tSSH^^T WMs ' theftm?^ 
upon Amanda's explicit JSZSS^L ^SlSf"* afleglng sexual abuw K 

«*h 48 hours ofSST " *" >ndi d W ^ evhfe »^ of ^?au« SS£? 
Valerxa 

Nine month old Valerv died of hin«# 

her death, the temy n3 an o £S?&S? tr f uma lnfficted by her father Atthe«m*„r 
Orlyn who suffereda ^mTfSJ Snw ^ f n ^n»4 her two^aro^slbZ 
s%ped ftwn hit ^n^mtoZl^^!^^ tm MSLlV 
J*** indicated that the fath^s exSSn' for th^f 8 ' ** «P^T 

Sta S^* he J R ^ wa »S?S^|«S^ S ^^"twfththe 
opinion from the med teal Hub f i^aJ?^ wore initiating a request for » 

Sl 1 ^ 9,9 •» * ' "°* EES ""s** 1 " o« 

less than tnt weeks before Vaten/wa. JiZ?^ (hree mon,lls •*» the referral and 
provided untfl two day. after hSfi£" ^ ^98Ul, • *«• •** e)Z2e X 



25 month Vyetorya died ofsevAm „. 

body w^Ta„L»rt a sZr° n,h L She *■ ho ^cKToa^aS^ 



AMI 



ThlrtjHnonth old AbkmR diarf ■ ^ 

^ed unexplained bruises onAb W ha «2d^ F r5S£ PrM,w «B n workeT 
-ernaverspcketo^da^p^^ 
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month later, Abigail £7 family Maintenance 'JSjlSS^aXT 
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S^^r?.^,^ * PWM *"*" ™« u «< from 



^SK^tTKS"-^ 1 TDM ' 



'(ncfcidni 
and otf 

"S^^'if- • 

ultimately bJjSUSS? ^ °* °° ^ ^™««^«on», or dispose that 
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THE DCF8 CONTINUUM 

"The Department of Children and Family Services, with public, private and community 
partners, provides quality child welfare services and supports so children grow up sate, 
healthy, educated and with permanent families. " 

This is DCFS* mission statement Given this mission, it is dear that DCFS serves 
society's most vulnerable population. In the nature of this work-child welfare and 
protection— there is 'zero tolerance' for failure. As such, the unavoidable reality is that 
DCFS* successes are easily over-shadowed by its failures. Despite the fact that DCFS 
f L k Si,?° usands of cWWrtn safe and helped countless families, even one publicized 
chMd fatality can negate that success. Thus, DCFS must continually strive to improve its 
delivery of services to the children and families of Los Angeles County. 

The primary objective of DCFS is to protect children from child abuse and neglect and 
t0 5 ro ^« assistance to families to ensure that children grow up safe, healthy educated 
and with permanent families. In order to fulfill this objective, DCFS must undertake a 
three-step process that can be characterized as the 'continuum' of DCFS' intervention 
for the protection of children: 

1) DCFS must first identify the children who are in need of protection. 

> Conduct initial investigations regarding suspected maltreatment 

> Determine what level of intervention, if any, is required based on 
safety and risk assessments 

2) Identify the support and treatment services necessary to address the 
issues/problems that resulted in the abuse/neglect. 

> Conduct assessments of family strengths, resources, and needs 

> Develop Individualized case plans 

3) Ensure that identified support and treatment services are provided and 
a^L^L^f ^teving the goals of child safety, permanency 
and strengthening families to care for their children. 

> Provide direct services to support families to address the problems 
that led to maltreatment and to reduce the risk of subsequent 
maltreatment 

> Coortin«tos»ivi»s provided by ottierpf«fe«te«te 

> Complete case management functions such as maintaining! case 
records, systematica^ reviewing and assessing case plans, 
assessing tie parents* substantive progress and whether the 
underlying rssues that brought the family into the dependency 
system, have been ameliorated. ' 
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Sk 3 t^l^ mUm J S *? at mo8t P^Pte would commonly associate with social 
work - providing support and assistance to h»r« r«*««i* -^4 Z , wwaie w,rn social 

dlffemnce In their liv^L Steps and 2 ^o^vl^fiilS^ 8 !^ 6 
for Step 3 to be effective ln^er^«^SL7 be carried out effectively In order 
vfcttTof maft^^ the 
sound assessmerrt of the totality of ft. ^W^JP^^aprt based upon a 

8 - *"» 1<,nd2of fh * -T Trrnt fnrr 



warranted. However, a report mm be >vni..nt»^ «,,♦• «Il / •nvesngation is 
on which to Mow up orTle SSSdteT JSto |2M 

abuse or neglect. If, based upon ft* HolLwZ^ 
provided by the caller the referral is - a ™^^Tl s ev ? uation information 
orient of fm^Xgf aJSSJ to XSJl SS? J 1 ""** how 
as they are tasked with A^nin^ ^ era fs critica ' 

chM(ren) and family and V mJmS S The ^S n ^ flfllW ^ 
•gatekeeper 8 to DCFS q ^* Th# Hoti,ne i" 8 ** * %«ra«vely, the 



w J^J^i^ 1 "* whether a »hould be -screened in' or 'screened 
Hothne worker must effectively aathar amt ^fcillTTl* 4 « 8cr * en6d oyf » 

checks on CWS/CwIlS TcaII i ^dete^f Sit ^f 1 * ^^P^ina^ 

has a DCFS history and assess SS^J J mUy has 8 open case or 

of the family anTc^s^ ° f reporter bM *> on thei? knowledge 

cm* •» «*EShra&% 

access to perpetrator to to liSSiSSSX, SS25 ma, ^»w»* the 

***** ^ *• to age, lhtgli 

mm ^ to a*** o-«^ 
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C«nmand Post worker. The tamrtra Tof Si! SEEL? Emergency Response 
tt is at this point of the KFsSuZ £h™ Si!?* 8 ! r ? te ««wot be overstated, 
the most critical de^^atons^rZ^Jw^ m ^^^ conducted, 
whatis the level cfiwSpSKSJSw f n« ^±f^% m Wur? ff8 °' 
d1l«^^ 

^^^1^^ *f E « must undertake 
doctors, tem^TmimrZ^^^^^^ W P the cWW ' 8uch 
in the presence of cmS^SSSR '^lEEZF^ 1^ cWW » ato ™ or 
upon the Information ottalned ^1^^^ S" 1 * ***** 
undertake an evaluation of mrtinSSl^ i f *• ER worker must 

determination has been mXan a^^Z* if® 1 *? occurred. Once that 
must be un6ertZn^^^^^^^ 221 lht hftwmatfon ^ered, 
process utilizes the factualKJm*^^ assessment 
■nd I safety factors and the SSffXigS^ Ji 9 V1,Ua 1° n * "* 
children, in order to come up vladeX»|^^^ 

b * ****** Coii^,,^^ o nrtT Pqr 

chfld(ren) and/or prevent re^rrence a^ Sii7° i ! Mn !i te protect the 

should be tailor made to mSnmn S faS*f Z' 8<, T te ^ 
mum that necessitated m?m n ^m^T^ mb^^ ° f tNs un ^y»rtg 
testing, anger management ctaZ^^ o^* 8 "* *«» 

generally designed by the f^rSSS a^' ^ P'™ to 
situation based umnm ^ ^ hm asse »d •» familial 

2Z*J** T 9 19 in f>*». DCF8 mutt provide services to ttw. ♦ 

the caee plan, monitor and evaluate oarar^n™!^ ,. . famav to carry out 

serv.ce,. Th^M«* J^^S^fS^^S^ 

CONFIDENTIAL AND PRIVILEGED ATTORNEY-CLIENT COMMUNICATION 



2011 Recurring Systemic Issues Report 
Page 11 



RS,#1: FRONT END <NVF8TIQATIOM 

Steps 1 and 2 ^mmZ^ fp^f^cmm^^^' ""ST" 
who need DCFS to protect and a^r^ri^f and Utiles 
system', the 'bade end* cannot do the Sol vS^tt an £ br °ught Into the 
to ameliorate the risk mm»SSXS!iS!SS^ 2*2 »^cesAreatfnent needed 
important partof correctlv wi^fe ^ t ?? tmW tmmB ' equally 
it Sm 5 ^ht Wo £ system' 

%xlf from the family's life "*2£w£^ RE^^J?* 8 «" 
'bade end* receives an incomptete Dk^^nS^i nl?f^f by th f 



In 13 out of 15 fatalities reviewed by CSIU, front end' Mum* mm,*-* ♦ 

or anotherto the adverse outcome of the casT -?ne S^SSSS^ to™***™ 

basic fundamental failures touch as m^mf^Ll^. ii IX Wentlfled from 

more oomple* fssuS (Zh^M^m^t^tt' ^IL^ to 

tods, and i«app»pf^ aasessment 
the failures wailhat mitSanlof Sns wtellJ^^^ «"ongst 
information, or more accurate! steted ^15^ ?! e ^factual 

as the foundation for the ast^S £ 5SC^ ** * m6d 

the problem Then^^lE^^ 

symptomatic of an Inherent fa*S£ h^^^^ ! ^ e *» «• 

Mgmnt whtahban absolute Stte^"^ 11 ? human 

TH*t Is no escaping fie fact ^1^ ,W wwfc 

P«»«al judgment and mm^n ^m^^^^^ m ^ ^ upon their 
recognize this truth' then the*^ 

personal failings on the cass^S^Sf^il^* 5* ml8tllte8 just the 
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* Int^MostSnr «s Fac^ todi™ Mato" °" *~ T h * MMd to Tr "^ EB 

The work of the -front end 1 is heavily focused on making decisions. Front end workers 
must decide whether the alleged abuse/neglect occurred, then decide what if any 

ii? wl !£ Pr °T te - Th08e < . deci8,on *' in tum ' m * stage for what happens on 
the back end where the services/treatment determined necessary by the front end 
worker are provided to the family. In order to make these decisions, the front end 
workers rely on a plethora of tools designed to achieve consistency in investigations 
are oafte^and 3 hnw!h«! J2*S £*? ^ 18 re!iant U P™ 'the facts' that 

ThepCFS Emergency Response Practice Model does remind workers that 'information 
?™™ ^ h ™ n f di °i 6amin 9 aooof whether or not an Incident occurred' but a full 
assessment of child safety and risk that explores history, chrvnicity, and patterns in a 

nowever, is that the ability to make a full assessment of child safety and risk" is errtirelv 
ZSZSmi £3 aCCUrat ? ! nd ^ orou9h ^-fl^ering. Researchers agree that while it 

layers and factors beyond the facts of the case itself, the first step in any decision is to 
gather the relevant information. Information is the foundation of risk and safety 



^SSS^^^^M fe H P6rh !f!^ m ^[i m P° rt «nt aspect to both the 
^rt happened part of the investigation and to the safety intervention because having 
sufficient and relevant information Is fundamental to effective decision-making A social 
V ^ rt lf.^ nno ! L possib,y at,e q<Jately determine what happened and assess safetv and 

^l° r f S r ? U L= rSt ° bta i ni S, S ri ° ht and reacNna i0 9 ic a' conclusions based 
on those facts. In this regard, ER investigations are currently falling short. 

> Why limit the sources of i nformation? 

n^uZl 6 ^,^ SSSt! repeated incidence8 * ER workers failing to speak with 
people who would obviously have important information regarding the family or the 
.ncident under investigation. While DCFS policies attemptto regulate thte KraTpart 

ZSST"*^ "° 2 liCV aWJrateiy and ******* *Z£2£ in 
HfHSLWm SSS? M ea ? 0986 present8 unique facts and circumstances. 
«. vanous umes ut,t-;» nas promulgated 'collateral contact' 10 policies that have ranged 



*A 'collateral- is defined as a -person who has specific knowledge about an Incident of afl«eri 

^•iS.te.SSi.^T BbOU J ** Cht,d aRd/0r tha ^ SJSSi£SSS someone 
wno is not already idenbfied a, a ctent, reporter, service provider, substitute oare provider or attorney/ 
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8%tS55S£ttJ35tW requirad ' to a m,nlmum o,tt,ree contac,s ' ,o 

gathered that woX h^^^i °PP°<«unitles for information to be 

.^n^r^^.^^'^" « wnlch ,i k ., y coSd^ve 

family before Deandre was killed. ' actual,y mako with the 

from Abigail's brothers school S^S^2*2^2 t0 intefview ^nnel 
though Abigail was the identified^m Th-?^* 9 he , r day care P rovW « r even 
sibling who "witnessed "(23 SSffi^iwSjfS to ,ntervtew *• 

grandparents that cared for 35£S^SSi^5^^Rj or 010 
Placement. As ft turns out, if theER f222SSfc222 S ^ Was in ^^-^rne 
have shared valuable wSi^Sffl^ ^ Parttes ' 

mistreatment of Abigail. Wst-hand observabons regarding Mother's 

analyses of the safety LSS ^tSSSSSS in J ncom P tet « and faulty 

In addition to the failure to conduct quality interviews of tn*t~i „ ^ 
general lack of skill on the part of ER^XrT?®^ partles - CSIU observed a 

referral alleged that Joroe w« «I worker^ For example, in Jorge T„ the Hotline 
dieted up^S^ ^ that had bet* 

admissions and his siblings' confine*™ SjK Desp,te the mother, s 

worker dosed the referral S^flKffiS!! "i^"*' ** ER 
obvious signs that Jorge's denials of ±!L*fi5^ ER Sfife fai,ed to ™°9ni» 
kilted himself within 2 hours of d/n ying to dot" 8 ^ Sadl * Jor *> 



^"•2* S£5 & 3 M * ifl Standing the natu« 
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few tomes, to try something other than reoeaS ^"• nafor ,'«»W after the first 
To the contrary, the ER wofcer M nrfTeem a? rt^SS^ii 0r "° an * wer - 
attempts over the course of 22 dan to ShJd **T even 8 
was still I open and the ER worterZ, TJS. 2^°*' D ! a ^ w - The 
when Deandre died. «™=sra trying to catch Mother and Deandre at home 

" ^^^MMmm mmm (..jnjgeoiabj. 

^^255^*!^^ DCFS ^ *" to 

family with agencies such as Probitta r»Z? Hi ana lf cl for cross-referencing 
Social Sendees, Mental He a ^ andH^^S^ ??^ She * s D ^rte ent Publte 
Provide investigate aocW ^S^^^ t00, ' t tfu8ed correctly 

current irrvestigation Va ' UaWe ,nfom »«t»ri that can provide context for the 

3SS SttlSSl^ «*» the 
ntormaJon requires a degree cfhji.^ 

these tools and figure ou Whether an* hZ , Zf « at lrTfefr "»tfon provided bv 
« nVf Ration crS^hSliSl^^ 

tool, some of these resources havS mSS^Sjftff L any ^^cal 
sensitive in that any mlssoelllna L T^T?' CS y v/CM8 > for ftxampie, is extnsJnefv 

client records^n^^^^ 
»f toe records have not been merged *«* 5r mt i^!2? ,Wo " ^ *»"• 
skilled investigator should be aWof iese I^.S? ,,n d ?* fant w °™«tion. A 

(la, perform partial name seaX^S £ Sjtow^^ f f ^ «*■* them 
records for one person need to bTn^ ^ determine * multiple 

Based on CSIU's observations u^^. 

infection tmmJSSXSSl ^mmti^M^t^^ bmk ^ 

take the time to ensure that thav h»um£TSJ^ "oration sources, they do not 
i^ttheir^^ 

»ven poor DCFS referrals yet not a I state m^S«i^ 9 ***** »«* • «* of 
Because Barker's history was uZo^to t£ vS£S£ *S!* m ** ,bf ^ ^rrafs. 

incorporated into l^^m^^^^I^^ 9 ' ,uch was 
fester patent StaiiaoV.^^i wW^^"5^ Barkerte »««n» Wiwa 
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o ecidTn^r l^ * fjjfi?? d " rinfl thB inve ^9ation of the referral immediately 
h^S^i^'^*** acti «A"«t Warrant for violating the terms of 
^Smo^Sm^ * r6qUlred h,m to com P ,e *e 52 weeks of child abuse 

M ^5'* £ exem P |if *» the importance of ER workers being 'user saw/ In 
5 w^^eTunS TlVZ?!"* thC mother * 8 8umama Gonzales with a * instead of an 
L^qTh °L l0 ° man y to ^entity' for the CWS/CMS history 

Gonzl^LTJ ; ? h ° UW r 0t 5"* been Siven how common TthenaL 

Gonzalez is and that it can often be spelled with a 'a'. According had thP PR umlar 

Ss^jr T oh j? ,B that a, * mata spcilin * h8 ™^ ^ *5SS^ 

rnlriu 1 8fX Pri0r DCFS referral - but ^ feet she had previously lost 

custody of three other children due to physical abuse and drug use. ^ 1 

b - {ggg* PtepositloM of Efl p*f»rn»l«-P m 



Sft f ^°"^ thd[r investigation, the ER worker must make a determination 
based upon the facts gathered, of whether the alleged abuse/neglect maZ LtLma 
upon that decision, the ER workers must then assign a ffiISte|£Sl2r^ 
There are three possible dispositions that can be assianed to a ^ H«hL r!fI!T. 
to Penal Code Section 1 1 165.12: * 06 refefral pur8uant 

> "^H°^^Kff rt ° T*^" 8 3 report is determined by the investigator who 
3155 the inv88tl9at,on to be false, to be Inherently improbable to Involve an 
accidental injury, or not to constitute child abuse or nealect asrfaJw ESS 2 
Code] Section 1 1 165.6" ne9teCt ' 38 defined ln I Penal 



inSu^2 a ^ 1 rep °l mean8 8 report '* determined by the investigator who 

Z S^J5S^^2SS!22^ tha I mak68 * rnor8 ,lke * 

■<»■ nut uiai uhki aouse or neglect, as defined, occurred, 



> ^S^^S^SS i: epcrt 9181 i8 determined by the investigator who 
conducted the investigation not to be unfounded, but the findings are 

£E2K" fB^ evidence to determine Serchild abuse 

or neglect, as defined In [Penal Code] Section 1 1 165.6 has occurred 



■ Penal Cods Section 1 1 165.6 defines "child abuse or n*oi#rf* wi. ^ -*k.-- . ■ , 
inflicted by other than accidental means Soon l ^Ui L l^Jrl m T°* 1 
Section 1 1165,1, neglect ^^Ts^u^f^ T™' M3nJal abuw 88 defln «» in 
chHd under circurrXnJ* JvSS.? „ 1 65 2 < n *9"fl« nl treatment or the maltreatment of a 
h»L« ™ w ™ » ^u WflQallnB harm orltir e«ten«l "arm to the child's health or weltawt thlli.* , 

»** ,,,65.4 SBK^SIsSlSSS^^ * 
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CaT^S^^ 

substantiated KSSS12^k J* T ^ ha ™ 
unfounded'. During the"S^rfff e ^^2 "iff™ l C 8,ead ctosed 88 
Father, the referral Was aoafoKn^ ^J^k™' "J' 88 '" 9 ph >™ lcal abu » "y 
Adrian was M a, ho™ KhSl SSSrtaJtt^ ** **""' d9nlalS and 

referrals wherein thefecis CSrt Sn^nhS to 
"^"..indK^DC^ ' he8afe * and ™ k 

*SS£S^^ a J? *~ - '"correct 

by DCFS. An ircor^SEp*^ in no intervention at all 

DCFS intervention. For e^p^Sfour^- Z T^°f °T < m < m ^ <* 
either NO services being prated or ff ant^l «*»**>•» mM In 

no oversight by DCFS. In contrast a ■mSSSmS.S <x»<™**» resources with 
minimum, voluntary service, betog ^SS^S^!"*" in ' 8t ■ 

"unfounded" dlsp^^^a^^^^J^"^^ true for the 
Angeles CounryTAs cour^Mul^as it n£ZZ??3! 1 th " refelTals h LoB 
DCFS labels "unfounded-, toWSJE » KaZ^^.* 18 ', *" mow wfem "« 
■substantiated" or even "ii^cS," « TseiZ ^SfSj?'™ 18 wl " 66 
is to opposite of the ^^^■!^IZ^^ > '^' U " huniaSi ' ha ™ 

into the SDM Sate, ^rS^'^i 
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caretaker. According to this tool, the worker must factor in prior substantiated referrals 

?^ 88 un ^ n<ted mates * essentfelly irrelevant to future 
investigations. The proper assignation of a referral's disposition is critical to facilitation 

c * Tlmslbral^Afip^i,? 

^L" ^ 18 n ? T ®^ Carrying out the responsibility of obtaining the 

facts necessary to determine; 1) whether or not the allegations of ItHmtSnSS* \ZL 
true; 2) whether to remove a child from their parents; St» ? ^3 * ££. 
needed and; 4) what services are available to heta m fim£ TmeS^^lL, 
m children) are safe, Is undoubtedly challenging Tte 73' ^p^ZmT^ M 
th» must usually be done in a 'crisis' situation vlile it is ZJSZ Kple 
m^^^^T^ in to personal failures we must 

Se^ZTn^S 5 ! ° f D 5T S 18 to ^ ew line 80cto » workers generteally, distinguishing 
ffiem only in some areas of specialty such as adoptions, medically fraaiie unl S 

( J " 1 •n 1 * > POittss the same minimum qualifications and 

reunticanon and permanent placement services (the 'back endl However thorl 

e^b^^»^^!i a ! ,ri8 ^ Emer 9«^ Response investigations is critical to 

SS^iy^^ courseofa ^ Whena referral comesJnto the CWW 
ProWtan Hotline, it means that someone in the community has seen oTbeard 

cTfcllfX^^ That 
D JpsSStf ! t>% mm on6 B and or ^ llfefin «- *» "sence, the front end of 
L»t»i-is intervention is like the Emergency Room of a hosoitai whem nattantm i« I JTu 

must be Waged and stabilized under SrZ« tK«2tt nt^nw 
quic kly ana.yze comp.ex soda, a^p^^ 

AS 71?, only -sutetantfatef MtaMMttS Ti c^t^J^SS^S^ m mmt ^ mt "9* of 

tvsr jusMstl, that to no te ^ *** te ^ a mmmwSm ippmaeh 
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recognize the need to consult with other professionals aoencte* or ■ 

internal supervisors before making decistens aflenc.es, or evm ^ mr °™ 

^m^ed durina an H S^ZS^SiJ^^W ^ 

likely to forever <m™to-™<^l?J^%J£?,, ^JX**™: «™8 abuse I. 
Issue for the family. JhStSoFTUm t£2£i lZET2£f " an9ema ' 

> TnePeoBte.Th^fi^ 

SSSSX^K^ ^reiss^ivno 
as the tasks involved requtol^ ^ to" policies 

to able to read a situate, to b^^X.^^5 ?* f, R woriser mu8t be abte 
ER worker must be a fil^^ The 
People who a* ^^m^^^^TZ^ 9 * ** facts *«" 
the threat of losing their chM^/^ER^T^L^ °£ even fcced with 

and to recognize triggers that might indStte TXJXui f !? n8k factors 



I and skilled workers. The ER 



ia7en7o^de^ 
One would therefore assu™ CTo^ 1 *^^ 
possess superior skill, and are some o^ S^eTf" ESSSfTJ^ 'H™* 
also assume that because Investigatina refBnX™,7£.. r*™ 0| » would 

seeks out individuals and N^oS^T^l^***', V** •** set. DCFS 
neither assumption rxSmcT *" """"^ Unfortunately. 



ER worker. 



Tttus, workers who » sSaS m££ ^1 ^ 8r ^" ll, * ,te DCFS. 
assignment, WMe this ^ritni^ opt for an ER 

W5 001 mm tnere aren't any "stars" In ER, i does mean 
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^SfS^ andiust -doing their 

JSwSS dcfs 

certified by the State Personnel b««^ - - " education and/or experience a* 
County, Z WtoSa&af *T vta » "oart ffEXJ*. 

psychology, sociology child social wor k» are degrees n 

iustoce, public administration, and policeld^ t^?^ ofstud y su <* as criminal 
exclude individuals who have advanced JrlTT™ WWoaMons also 

unless they happen to have mmSat^l^ 8UCh f Educafcn »nd Law, 

S^SS as otherjurisdtetlons 

work and the servici crovision ItfS between m ^vestigatory awZSdEnrW 
workers who S to LTSS 

a«^?T nt8 of credlb <%- Case-carrying wlE whSKSffi? that f^ 1 ** 
aspect of a case need to gain the fafX« ^. , hand,e service provision 
orter to gain the family* ^^TXtlll^ f °lT ton * t9 ™ relations^® m 

personality type as well. By contrast fovaXSSLl most a ^rent 
perhaps a little less empatfe ^SmkSl^X!^ to be Active and 
the outcome might be. the,rjobisto S«tner facts regardless of what 

Refwaiton 31470 of ft# Manual «# „ 

3?" W'S S^S? 1 ''' ■"*« Mi of C*™,, 

a county civil ^mcSS™. ' «<««™ » =«»«= "^ITm S™L?ffi"I " 



1 tawflMipp, 
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"^^wwS^^SS exclu,lon «* 

recruits and hires the people who oo^urt^e^.^,??" 9 ?' *" "** °CFS 
(bund that In Florida, Texas, and^rS telSXlfe^/ W T mpto ' CSIU 
^•WTN. called TPS tav»Z a to?o?-S ProKf, ""V M P arate 
nvestigatorposlBora in these iurtsdictSred»S»iSL P ( J" ec,ive '™»«9ator.' Th« 

££££ S^^^^ff^SpS^ff 

to become a skilled and ex^erienced^nve^t^ ™ Wnfl 8 00mm * m «'* 

interviewina skill. ^the aW% to e^raS £d ' lh ? rou S h """"edee of 

of law enforcement experiena P ° 8,tl0n * 'n^tfoatof- two years 

lm^^ riUm ^° m > 8Uch 88 Arizona, that do not ornate a **n*n«. 
investigator category but do include dbdofiruu. 3k L ~i ;!2 separate 

iawenfc^WlrTtnerrtn^ end 

workers. In Arizona, a social workerTnrS^SiSl . i W P?"* 60 ** ••rvtost 

they reach the 'Child PrST^|«^^ f §^M!f ^ Untl » 

^^^^ 

tapmd before anyone m ^ m 



M ; " '"«»u«wra ao not need to possess the »Mitu ™.T I * , ! w " w w M r mat 
safety and risk, such skills are neW^S tomtnfSZX* MMMm «nt» of 
flattered all the nece^aiy facte^SS" toSESl ^^^1° *>' after having 




needs to address the underlying Issue, fh* taSST ^ Pp ? and a »»Waiwe that It 
system so tha, cMdren ^KESR^S^™ «*» 
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> Ibalainiofl 



To compound the unique challenges faced bv PR ^ 
nnate abilities required for condS 2 fL^^° "5* T p0mmt *• 
Insufficient training provided to ^SSlSSm- t ^Z?*?S^ mfmfml th at there is 
discussed above the actfJSes kEEfiKSSSZ , 0Ut *? ,r ^^iWHtfes. As 
stall set that induce l^s a different 

variety of different WwvS^i^^ 

sufficient kno*tod*^ having 
deductive reasoning s»T£S? n 252* having good 

signs of Mo X m^TMnfZm^^ d T^^\ howto^gniw 
Wning curriculum at ^F^^^f^'ft, ^unately, thecur^rtt 
unique needs. For example traini™ In ir^f2L^!I J? ■£? u «Wy address these 
style learning whMe traMn| imHmtol^Z^IS^I' 4 * ctoss room 
The focus teems to be on 'what ZHoS done' « I ^EftF"" °Mdaysl 
must be made; do<njmerrtatfon ™ n Y contacts 

emphasis on form over substance ' m how to do * an 

Training to conduct effective and thorouoh invartnafem. i. « ^ J J 

training at law enforcement academies^ th^^^l!?^^ ^ponent of 
criminal investigations can o£5E£v E^EZST™ m <k* ln basic 

hours and a course on lntervS^«L1f*! *^ ru0 abU8e ^eognlon may be 24 
wvei or warning, a new graduate dens nm «*# aLu..** 

«m be 40 hours. Evenafterthat 
who conduct Investigations into crtn^>) un«i .SfK a detective (those 

and the offlcer hivSg HcX^^"^^^ "een aained 
innate skills necessary to do that type* job. p0M «"*« »» Due of personality and 

ab-eTe^^eV^^ them to be 

ER investigator and (hotTSE ,S ?« Xt?J£T. cw,w out »sponslbll«es of an 
'th*«y». It also srKXi^wS^^^S^ " ? P"*** ™therZn juaT 

of tracing others, m * * w Caching, but alio fn tie process 

In order to teach ER workers in a BmtAmt aw*~^ 

design is essentiaJ. ^^a^lSL! £2 competent currtalum 
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<»ntered ^ facilitates the transfer of taS^^f °°f " 11,6 mode « » Earner 

f! ^i 88 " Pro P"V conducted, pnS £2^*2 a daMroom environment to real- 

experiences. Students move throuoh a mSmSt ^f 9 « cooperative work-group 

SEnST*" t0 ^ Problemsir^^ate^^ dev *'°P a 

agencies across the country are imotomlSt^f , lm ™ m process. Law enforcement 
programs. 18 DCFS should f J2? P roo, em-based teaming In traMna 
approach for Its I^SSSl** *"* an- 8UteW *«y Wj* 

T ^Xt^^%^ SEW ~ * ^me, 

^iiutefloris, written testing 23b? iSonffiSJf "^'^ tjMfo 

^ det <on th ® **' and before ttL^S^l^ enforc *™ent utilizes 
meanstoassess worker readiness providesVte^^?^^ ,tra i on a 9 un Such 
asked to cany out jobs that can have ltf»™JL~Z mimm( ^ that those being 
so effectivev and a^nafe^ ™ * ° f death ^^«ences, are capabtecfdoing 

makedectsjons fiat can have life or deVft^t»J ^ P"** or » *» 'front lines' to 
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« equipped and/or i prepared to carry out the responsibility of notanHaih, ma n„„ ,^ 
death decisis, Is not only ^prudent for c« 

the worker being asked to do that job pemaps unreasonable to 



RS,#2: ^^^ ^ ^ ^^ HFriSION-MAKiMa ^ e 

^^ST^* *«• * a further complication In that it relies on . 

work force that is as diverse as the clients It senna Sr^-ZZ*Zl ™_T V 9 " 88 on * 

of ethnic and social backgrounds that Tnesc^bTsh™ S^S^! S""!! " 1 8 varlet l' 

work. They also oomTfrom numerou. eSonal b^J^HL^ brt " e * their 

higher educatton, and have differeXeTs^fS^ * 



tSSH^ZS^ ! ,h i! ""J** ^dscape, DCFS must reconcile the tension 

S3 to ens»C «SS5J*iX^ « 
DCFS has met this dm»^o^a!ZS^Tt^ decisions that protect children. 

align its ^^X^S^^^^^^^'^ to 
mission statement and is tmoh^^^l^Lj^ ™Maolno begins with a 
and goals are ^SZSSS^At^SSSSL'Sii ^ mlMi ° n a**™"* 
WW [workers. This is M^l^%%XZ^^'*S™»°*°<«> 

Making Tools. Wn9 Meetln 8«. and the use of Standard Decision 



deliver in oLr to pro«S ttSKS^r 
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The problem is that it is not enough to simply create policies oramnm. 

These tools must be complimented with a I^^uS^^- 

adequate support and resources; and ptactl^Sto^e^S^^flfff : 
take an active rote In communicating the m^X^^^t mm i mmMom 
department-wide basis in order to mnmm ^T^^f m ^ s ,0 te on a 

v»y that J£ £ ZrtteS Z^^H^S. "Jf 9 ""P*™** « 
number of tool, and straS tS TC^^'^iT! n ' ly f"*"' *"» "» a 
-e-evaluation. It I. theS ttn^^CFS to ^£^1 need " ,his ■»» <* 

a. Th. MmHW Policy- if, ■ [!,, Trnin. in »nH . ^ , 

and procedure. can^powZ^nT^^l 8 fcr •"'P, 10 ^ "n*** 
they are ideal for estab ishlnc itoffc J^SI^"" 1 ?, 8 !; ""P 10 !™ *» encounter but 
so that over C sSo^rtSSSlSS nSSKT to™*** situation, 
the organization', larg^cate goa™ 9 * * c *°°» »* a™ consistent with 

or JLHr LIZ™ SET* T - "* unck,ar """P 089 

-eviaiona/fe^anceVof 1 ST TJSSSS? ScFffoS fl".^ 

and apply but Instead tendto sX ftoT2*^LS£S nC, ^ to ""<"erstand 

be ignored or violated. P 1 ™" 8 that ™ te P° licte « ™«ly to 

JS- *>*- M-A PMP, CRM, CFC, ^ ^ prradum> . 
DCFS uses the terms 'potey" and "procedural oufcte- * 
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vR^^»g£2£ 87 P°*» <he averse 
Cher poises ^y^S^rZ^T " 1 ^ 48 

^Stha^fe^T^ffiS^ J-**— exPertenoe with ft. 

do not have a search fun<L„ flafZbl^Sl 8 ^ ,* ^f " 1 ' »***™ they 

searches. Thus, even ,<* "*»•<* matter 

search for a needle in a haystack fc /find tta™S^S5f, ""helpful, workers have to 
applies to a given situation to find the policy and/or language within a policy that 

search for the phrase ■ooJZt^e^^^ ««n't simply run a 

collateral contacts are discuSlnft ^Em.T!^ they mu * that 
Person Responses' secto^C t the^Coffi R wSSf 9 -/ V,MMmente and In- 
Calls Section' (even tiough t^mZljZSS" u «a™. and Telephone 

on [Hotline] ^*Tto^™^£%^J^, " A «™P<* Contact 
■^nergency Response' and not k? tneNX£ 1££L CCntaeto " in *• 

individual policies relating to evening tem^rdfwl ™^ £ T "! L ,hai1 50 
Syndrome within the "Emeraencv ReS~2.- "T?** 10 sh, *« n Baby 
reviewing each WMdS poK^Sd^ i.' , . 0rt| ; by <*«*9 and 
in the policy entitled "DIspoii^nT^XatnTa^^ SSS SST* fl ™ 

in the child wSfare ™«r »nc^e ^i"" 8 * ** 900d P 01 ** <■*• 

accuracy, consistency, and up to^^'^^^SSS!^- prectolon ' 
with a middle school** Is praTenZ to pSEE & 722?* J* l8n8U8 S e 
exception, thetave, of .angua'ge Xn a ^^^^^^ 

W "^Pa^a^^^ 
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ISf?!!L^ e 8 ! ct,on *' *" Ca »fomfe Department of Social Services Manuel of 
step checMttfcr prepSwSS^nS ^^V^fT 1 ^ and 8 10 " 

- p »uT^ 

by DCFS' policies. employees and are therefore not "governed" 

^J*£!XS£E?J? social work, expecting DCFS' social workers to 

be compensated for by 8^0*^11^0^^^ ' ^ ab t 86ncc * cannot 
forth the rufc, of - &e^^^ 

makes it really easyfo w^^o^^^JSS!?" in « ""V «"« 

Each policy should refeS^ dewrtaenS T 8 °«*- 

consulting w«h fcga, coun.*, determine. ,JXZZ XSESZSSZ?" 

that is supposed to be served by its policies and to rivarrTta ^ST*,,'^ purp08e 
achfevethertohtre^,* AinS^^n^a^^^ 
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DCFS began developing the Point of Engagement Prone*, «««« , 

to a Price Waterhouse Coopers audit recSJndaSS Llw^ 'l!" 8 in ^ 

at home because the senses and Z™* ™ detained will be allowed to remain 

reason, removal of the children cannot bo aimtwfth- T_ nB 9'f<* If, for whatever 
delivery of services will put grants on and unin, »™P«ed 

systems they already trust (like family clerav Mmutk «h* I TJjZ ^l wm 8u PP° rt 
parents am not committed to rehaXi*^ 

the pati to permanency can begT™fe 2 i£Z£S£tt < f er8d ' the 
POE is in line with the deparXal a£k ii m implementation of 

components of the mSSSSSSS^ m tSSSL* "* * 

fi * «-tal goals, 
are bein|Wey2 to^KSTS^iSf Sr^f ^ P « «* 

website and elsewhere In a lirt fo^wlth «lmL^ a * de P^ on its 

By contrast, 'improved Chid SiK £2 jEffi^ - ^* «* 

materials that dial exclusive^ ^Poi inm^il a ^^ m £ al ! n 
departmental goals of -Reduce the numbtr" SdM d«L^-^, 88 a ? tev,n fl the 
length of stay in placement" ar*"ReZ*!£ 2? d # 6tantton » - Reduce the median 
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in prefer for it to achieve its Intended purpose. Unfortunately, the "vision- of POP to 
e^ cc ^^^l h fJ ann0t p0S8te,y 1)6 a * as the model arrfposSL 

> The Absence of K^yPmonnftt 

The success of POE as a model for delivering services depends on the toido*!** ^ 
c^^eypersonnel. Specify, accordini to DCF8. ^C^te^Xyltoe 

SS" -?£ * and shouw ^S& a a" y a mode) „,„ 

"developed tor the purpose of meeting any of DCFS 1 departmental orah It 

possible opportunity, as POE is supposed to do the Issues in hTIn^™.!?!!. ,. 
service, am first be identified through thora^h facSS^ato^ * "* 

early stage would remain motivated and ingS £ S i* 8t »? f efy 

continued oresance w & m a^ m» imm s ^ J f OTe P rDCCM - •« addition to ba ng a 
uwraiiueo presence for trie families, the ISWwas tier* to support the invtmUnatu^mL^M 

****** services workers. Having an ISW in place was wSSSSmA *to ZSSK? 

when the ease went from investigations to conOnuira sTrvfaM "SIS! Jff 2? f 18 ! 

other case management protocol.' 2 * By taking such tasks o^e inS^.^ 

reamy , wnat nappened Is that the ISWs were re-deployed to Ememenm aZ~~Zlz ' 
Likewise, the ER^e^cr^ prompted DCFS to fill needs in its inZS ranks 
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X^T^^tt^jf*** «"d/or comment to 

the 

> Community Collaboration. h„t nn p n un tv conn.n^n? 

To achieve this consensus, the POE model calls for DCFS to <™. 
community based organizations, felth^7roV£ l£? SL unB „ 

Department of Public Social Services, along with the Sheriffs Office.™ 

tart£3* bS^a^oSSSt^ " P £ E J n 9,0 Oompton offl » *«J that 

»^^«TZ» p -f 1 ™" mat °W» »w its community based oraanizations has 

CS^^haTa™^!^ Sv^SE I "JS*?"* 

S!»^S?f " ° fot ! MH " Count ^ Departments, on the other hand, has not been so 

laerwriea issues. UFAs are supposed to be condtjehiri *«# ******* t„ r*T ,l ™ mB » 
080 ,n «VO«te the experf. conductor* into his/her h^^^S^ 



' Marti etai. 
'MMtteteL 
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the mental health, dnTabW u^SS^JSl olhtr Cou "^ to assist with 

W^tof pl^ ^ra, 
conducted exclusively by Family P^Lti^^S^ *!^!?^ ,n ?L are 
to provide a wide range If JSSSS^^S trJiSEl ^ 001=8 

Family Preservation km^m^i^T^ 5 refeMls 
quality of UFAs, and^ewn ^Ike UF^^i SS^*?"?* co T? roml8e 
the Intended flow of the PGE m»£ tf talSSS^St Such mute would disrupt 
assessment the most rKSKEtl are to use UFAs as a means of 

violence, and mX^ n ^ u m!^ZT^ l ^ m T' domesic 
providers who understand ^tlmW a of 

participants In this crfttea, toXi^E * WA request8 and are 

agencies thatTreTa ^MmZ r^S^'scZl^ *?" other 

must be persuasive inScin^ 1° do tWs « «*» 

DCFS-lnvolved children b^^n^^I^I^^ mtvkm to 
mission in which numerous daSnwtel^ a 
cannot simply create a model te ? P 'S* ,n worts . DCFS 

<™*mertfri^ c^opejten without a solid 

POI model, oepanments and agencies that are clearly essential te the 

of this defeats the purposeofPOE m a ™.™ S lH^S? *?. 0fflc8 - An * h * 1 9 short 
Impraved Child Sa*M&^TtaK?£ £ZEX£* , ^, P 2' , T ent ' , a * <* 

a«^inr^Lir * arc,* 
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oTatLlzevS b «J * ** ^ more accurate to 

model that em^iSLlT^yf 1- *? P0E « a service 
uninterrupted services, 03X ^8^^.^ ******on», immediate and 

J"** «l of these eompoIeXin ^hl^^mm™* I*" 1 ** out ^ of 
b^»ute with a full undemanding ofthe ISs^f f t ""L""* to 136 <"**>* 
those issues, and commitrnent tawttS^I dlr8ctton for addressing 

P^nte would say, "Court h£E££r ^S^ * * POE 

tt» last resort" are carried out mdudmvmSm*L liEL m ^ m trough which "court to 

R^cation-). JnaV^Se S^^fT^^il ^ to,y Fam «y 
Bfmmm but, wth conin j™ 1 *• horw w »»out court 
re^BS or In a foster home ^SSSlSSSS TSZ p,aced with 
determines that the parents have rehaS^ ? P ?? ln 8efvlC88 - When DCFS 

!2tt*2^ f^nlneof 
address the viability or effectiveness of VFrT h ^mi l^ZZ h * rBDOrt ^ ** 
that is where CSIU has seen exarnofe* «f\S'JL?^ * tead focys on VMFs because 
purpose and fctafiZft ? fth<lctear ^ m33T 

yfited under the following circuSrSesT m "* Dar8nt ^"cation. VFMs are 

♦High/Very High Risk on the 
the SDM Safely Assessment Tool" ^ Fa0lore Wentffled <"> 

toj-Jrtr. the on* ,„ 8tanc8 in ^ detent|on and ^ ^ ^ 

ZEtXZSESr 5SSK Set! 8 to J?„ UM 

wou* have Change ^.red remo va, M 
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children*™ detenton/cour. eJS^.SlTrZ5i^^ *^«° 



cnsurm man detention/court cases—father #n*v M ^1*23 ""If" 80 aanger tc 
"saved" from court intervention lELTfi? W, S^ **** 



Jhf Need for intmirti. B..™^,, „ n T| ffmy)rn|| 



supervision would have been in ota^to ZS* Jf^^J? m nome and court 
return of the ehkJ Ho SSSmZ Z t^Tp^TJ* ST*™* and to Mnc *> n 
children and must, at all cosHnsuw fti* f^iif f V"* ^"^IWy to these 

wo«W have oihii^ S SKfcdSJSilbS^^ ^ 

must employ intensive suoervteto tn 22V"* backfire. To that end, DCFS 
mitigated^ InteWvV.^ remain 
Reliance on Out^orr* ^ ofJReduced 
'^Portent goal of 'Improved ChHd Safet? ov * r equally 

"high risk- famies.^ ^ ^develop spectellzed case plans for 

services and supervision m^^^L^^k^^ 4 t mi remlm 

under which ffiey X ^ h m rm ^ n ^ Parlous circumstances 

a continued presence for m^^^^^^ £ Se ^ s and 
worker Is no longer part of the WM tern ^ n8fermd to •* continuing services 

Second, despite the recognition fiat most VFMs w~ 
the mitigation of safetyftStors th^ hSXZl^SS^S batn a ^ °ut-for 
are monitored that ^^^1^5 & kSCl? t«f *™s 
supervision of these cases. FoVexamote ^l^S?^? V * fll,ance and '"^^ 
with the children and the tenj£ to^^^^^t^f m contacts 
« practice VFMs do not rSal| C tSo^^^^^ ,, ^ mW ***. 
ordinary court^xdenad b>4»n» SSoSn^/tT^ » *tfwd for 
and once a .on* ^^XTffi I^^oK^S^*"' n " - " 

MCPC stands for Multi-Disciplinary Csss Plan Commas ~a u 

«mg ( ised of the network ^^rovST^SS^ r¥tS e^*""** **««»«•• 
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unannounced home visits, which would be an idea) way to confirm that the family is 
complying with the conditions of the VMF agreement that they are required to sign 
n^li given the voluntary nature of the family's commitment to cooperate with 
DCFS. Likewise. DCFS policy and practice do not require intensive supervision of the 
parents compliance with the service-component of their VFM contract CSWs are only 
TSU^SSlS!^ ^"PWflf 88 fr«n service providers every three months. 
Given that VFMs are in place for only six months, obtaining written reports from service 
providers every three months is simply Inadequate and clearly, ineffective to 'catch' non- 
compliance early in the life of the VFM case. 

Finally, and perhaps most concerning, is the fact that once a VFM is put into place 
there isnlany sort offormal review process until the six-month mark where DCFS must 
decide whether the VFM has been successful. Even then, the ease-carrying worker is 
not required to complete a formal report, as would be required rf the court was 
^^^i 0888 : ™ s tack * re P° rtin fl 18 especially concerning given the fact that 
mm 2£?JS5? 40 " ot have a VFM «*■ Instead, CSWs carry i^ed caseS 
comprised of VFMs and court-ordered FR/FM cases. With such a structure in place it 
becomes really easy for workers to place focus on the ccwrt-supervised cases that ' 

t^ re r ^ter/ PCS8,bte mmmnV tmmm Wm m " teS8 lm » )0rtant " *>*cause 

tl ! IX - f J onth , N f M ?2 °* at ^ P ^ *• worker has had only nine 
conte* with the family and two written reports from services providers, the options are: 

Efwtlt^^ T 7°^ ^ (2) intttate a VFR <vK, why 

wouW the famdy agree to voluntary removal of their children at this point?; (3) remove 

precarious nature of the cases in which VFMs are initiated, DCFS must do more in the 
six months that precede the decision to take one of these four steps 

This framework of VFM implementation makes it a little less surprising, though not less 
disconcerting, that CSIU observed serious lapses in VMFs such as: 

> A CSW did not independently corroborate Mother's compliance with the 
VFM agreement requirement that she participate in therapy and take her 
prescribed medication urrttl ten months after tie VFM was Mttated Even 
then, the CSW relied on Mother's serf-reporting to corroborate compliance 

^ rather than speaking directly with mother's services providers 

> A VFM In which Mother was Irving In a boa^ 

mm of the CSWs visits went announced thereby giving Mother ample 
notice of the CSWs presence. 

> A VFM in which a baby was placed with parents while they were residing 
in a homeless shelter without assessing other residents who would have 
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significant contact with the baby nor follow up with the service providers 
from whom the parents were allegedly receiving services. 

> A VFM that was approved with moderate/high SDM risk assessment even 
though Mother had documented history of drug use and the family had 
disappeared from DCFS when a prior VFM was offered just two months 
prior, 

> A hotline referral that was closed despite a "very high" risk level and 
recommended decision to "promote" the case because a VFM had been 
closed just three weeks prior and the family was not eligible for further 
VFM services because of time restrictions in DCFS policy. 

Wtti such lapses in mind, DCFS should re-assess VFMs for the purpose of ensuring 
tt»at VFMs, as they are being implemented, are consistent with VFMs, as they were 
intended. In doing so, special attention must be paid to the fact that the families being 
placed into VFMs are families that were on the "brink" of court intervention and as such 
require a heightened level of services and supervision. To do otherwise is setting tie * 
children ^ these famil.es up for disaster. Accordingly, there should be strict criteria that 
governs the level of services and supervision that will be employed by DCFS in VFM 



In particular, DCFS should explore implementing VFM-only units in which CSWs have 
lower caseloads such that they are available to make more frequent contacts with the 
children, parents, and service providers. To the extent possible, DCFS should re- 
introduce the concept of an ISW who is involved from the time of the hotline referral 
investigation until the family is in touch with their continuing services worker As the 
ISW will be the -constant" during this critical stage, that worker, in conjunction with other 
professionals, family members, and community supporters should take an active role in 
developing the VFM agreements and service plans. The VFM agreement should be 
tailored to the family's specific needs and strengths, as should the case plan. Along the 
same lines, the service providers who are on the referral list for VFMs should be 
deliberately chosen to serve VFM families because they understand and are prepared 
to deliver the level of services these families need. With these qualified professionals In 
place, the family's progress should be assessed in a formal setting (either a sit-down 
meeting or a written report) at regular intervals by, at a minimum, the case-carrying 



Imptementing such criteria for the services and supervision of VFMs will better position 
DCFS to meet its goals of "Improved Child Safety" and ' Reduced Reliance on Out of- 
Home Care* in a manner that does not compromise one tor the sake of the other. 
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mm 



TOMs are a component of POE but they are also used at other stages of OOFS' 
intervention. At a TDM meeting the family, their relatives, friends, community members 

S^^l^r 1 mfS 8taff ^ teborate *» *• ^lon main I 
process with the goal of reaching consensus on a decision regarding placement of the 

preserves or reunifies the family. 

toewtfnr IJ OCFS Policy No. 0070-548.03, TDMs are held when: (1) a child Is being 
considered for removal from his/her home; (2) a child is being consisted I for 

provide an opportunity for alt parties involved in the family's 

ESSE -0 " ^f 3 " 16 tebte •* P art,< *^« in critical decisions. TDMs are, quite 
possibly, one of the most concrete ways for DCFS. service DrovWers r«i«t^ Inn 

^mtosbow^ir^^ 

extent reminder to all involved that the children are at the heart of It aTlbecaus^ 
TDMs are convened to make decisions about the chHdrwn. 

t^t in f^l C¥ t St £ S,l i ,eamed «"* wm <»" be extremely effective, if done 

S™ s ^ a tl^f Strate8ie ? dtecu8 ? ed ,n m ^ *• key to ensuring 
SlIE^ZSrZ!?^ 8 ^"i of P^tnS consistency in decision-making L 

in implementation that maintains fideffty to their intended ouroose In this muM » iT 

application is the recognition mat TDM facilitators are kev olavers In TDM«a^il?iI 

orderfor TDMs too^eM and ^.theT^ 

> Uck of Clarity Reaardino the R»ta nf Tn y FaciHtators 

D?Fl'e'3^^u 1 ? M P ^ 8 Po,te y No - 0070.548.03 sets forth 

^ni!^^^ TOM K F ^5?^. and stales that TDM p a*to« 'have a 
bTa^^ fnrtt^^- W are SCSW8 who have 
^S^SSSS'SSi TCFS Jf^" rm > and ava « aWe rBSources white 
pS?Sr^!S. to *^ Principles." The Policy also identifies the TDM 
Facilitators responsibilities to Include, among other things, the following: 

> co^^p^ 17428 P^ * TDM, and invites appropriate 

te^^t^SLKl^ 52* US? c,ear of 

and s« nfni the safety plan; family history ^presente^Tn a ma^th* Is 



^ ^ comply ^ order to requ^t lh.t . 
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sensitive to the feeling and potential reactions of 
participants.. .conversation is focused on issues relevant to the meeting 
and in keeping with the strength-based framework; and a)! options 
available to the youth and/or family with regard to placement are 
presented in a non-biased manner. 

Develops a consensus among the participants by finding common around 
amid diverse interests and opinions, focusing on family strengths, 
negotiating services, and developing Safety/Action Plans to ensure child 



SBSifij?! * 2i n ^ m to effective| y carry out their rote in a TDM, 

TDM Facilrtators should be intimately familiar with the family's DCFS and/or criminal 

oflnv ^f 3 ^ 8 th ? br °!£ ht fe femi,y to the attention <* °CFS, the nature 

f^Z SSJSSiS^^ that m * ht te nece58ary * 



Yet, the message that is apparently being received by the workers is that TDM 

JS251 It SfSu 5 SSSfS? 1 CWS/CMS P^r to tne TDM. Their review 
J^l^tZS ° 5 6 T £ M * fi* 1 * they are exDected to P |a V »»e critical rote outHned 
i^ ThJnrS «Jf ,nf0rn 2^ n presented °y »» case-carrying worker on the DCFS 
174, The DCFS 1741s essentially a one-page form with boxes for basic identifying 

S2£!!! 8U £ 88 me J*"**" 1 *' name * and checkboxes for identifying 'concerns of 
carrying social worker can provide a detailed narrative to the TDM Factfftator. 
Thus, even though toe TDM Facilitators are supposed to help develop Action/Safety 

£ffij£&* conflrm mat daci «™ reached at theTDM 
complies with applicable legal and DCFS guidelines, the TDM Facilitator must rely on 

these purposes. The danger of this process was observed by CSIU in a case where 
children were eft in the home of a maternal grandmother despite her extenste aSnal 
™Xi ^ lndUded > a re ? aSe from P^ " i U8t ona month prior to the HoZ 
$£b£^22^ ISSL" 1 ? tHer thS TDM Faci,itator considered such factors 

The same issue came to light in CSIU's investigation of Abiaail M wh*r» th« nrce «™ 
fomiwas essentiaily blank except for the fam,^^ T^e TDM 

the Parents home even though (1 ) visits had been liberalized to unmonitored just 10 
days pnor; (2) the children were all under the age of 5 and had been out o the oarents' 

ZI X^T^ (3) K 6 P3rentS ha °' ° n90ing cri ™ al P^ceedings that wouT 
require them to be in jail on the weekends for the next 11 months. None of these 



The east was no! referred to C SI U for a formal investigation but wa« rfi^««*H «* „ , 

Roundtabte in which CSIU participated. 8 out waa di«sieaad at ■ Child i 
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was addressed in the Action Plan that was supposed to ensure the children's safe** am 
*Z m %1 eth : tmmmn b u a ^ to meir parents' home. ThJ fZZp^ 
Acton Plan the ensures child safety is Identified by DCFS as one of the TDM 
FactMtator*s most fundamental responsibilities, the TDM Facilitator in Abigail's case 

r^nH^oi^r?r U8t 1)6 d0 ~ t0 ^ ** TDM P«ciHtators have alt of the 

Safety/icfo^fTO 0386 and th>B U8e mt M°<™*** to develop meaningful 

> Who should be part of the Team"? 

IlL^Tn^f 8 ! 8 ^ ^^ *** another critteal ««P*»rt of TDMs-that In 
M^frl^tJ ^ M U8eM ^ffi' *? Plants must be present 
Mining from tie TDM was a therapist who had been providing both parents 1 "Child 

bmVSfiS* •!! famf ^ M 8tat8d J n po,, f » fe t0 * create • collaborative effort 

^« ^A^ifT^ members, caregivers, and service 

P<««9 placement decision for a child(ren)..." then, does 
be efSf P8rticipant8 mu8t * ***** »* order tor 4 procewt? 

This, of course, means that TDMs cannot be scheduled with 24-hours' notice mm wam 

nX to ^^^f 8 S Ve i ate,r8, m *f * with last-minute 

EL^^SS** Ifl^ 1 ? ! 8 concw » , "i ***** the parte involved at the 

S^o^KE SS 16 JS "JTFS** 88 ^ lnvo,ved * '^cation 
TDMs For reunification TDMs, at least, tie TDMs must be scheduled with enouah 

notice to maximize the likelihood that service providers, counseters iL^mESL 
caretaker; arrt ot^ will be available to ated. mmmm^^^^Mm 
^.t^l^f^ 2— te «h*d«le the tI1»1 Slf 

ffd appropriate scheduling of TDMs should be relatively straight. 

teSf^r^™ ?5«f TDM ?? ^ by DCFS and CSIU 

has bwi informed that TOM FactfMatort participate In a May training program Since 

!fjfTt ^" tWW *" *** 01 who serve In mfm^^ 

te to^f«l^^^^ i i^ pU,p3W ' Rsemthirtthefmmework 
s in place for DCFS to address the apparent disconnect between is pollcv and 

pSf "™* "* ^ mmmr h which ™Va^lr^^P^lented In 
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e- Structured Deeteton M*iri Hff 

The Structured Decision Making ("SDM") model was developed by the Children's 
Research Center (CRC), a division of a private research organization called the 
National Council on Crime and Delinquency (NCCD). SDM is an actuarial-based model 
for making structured decisions to assist social workers in making accurate and 
consistent decisions about the fevels of risk for maltreatment found in families, to 
provide guidance about service provision, and to assist with reunification and 
permanency planning. 

InCallfomia the Departrnent of Social Services (CDSS) initiated the SDM project in 

J? AnfleteaCounty was one of the seven counties that initially volunteered to 
partWpato, largely because a Child and Family Services Review (CFSR) conducted by 

California did not achieve substantial conformity with any of DHHS' primary objectives- 

J^SCf^'c^ ^V?*"?- C *° Unty representatives worked with CDSS and 
CFS to develop the SDM tools for Los Angeles County (Hotline tool, safety 
assessments risk assessments, etc.) and protocols. SDM became fully operational in 
Los Angeles County in approximately 2004 and was intended to enable DCFS to 
achieve conformity with DHHS' primary objectives and its own departmental goals of 
improved safety, improved permanence, and reduced reliance on detention. 

^J£ M m rr ^ ,e, f ^« w^wen^ools designed to simplify and standardize 
decision making for social workers and supervisors. Each of the SDM instruments is 
comprised ofa standardized lift of questfons^tems that are intended to gu^hewcial 
worker to a conclusion. For example, the Safety Assessment Tool helps the social 
worker identify potential safety factors, steps that might be taken to mitigate those 
safety factors, and ultimately whether removal ofa child from his/her home Is necessary 

SJSff rtBm8 mm are con8ktered to Poae risk to children, such as the number of prior 

mental heap and/or drug abuse by the caretaker, etc. Each item on the list Is assigned 

a numencat value and once the tool Is completed, all values are totaled and beco3 
the baste for the SDM's assignation of the tevel erf r^Wand/JS^kpS 

Naturally, as is the case with any process and/or tool that strives to standardize the 

nfenwtoi that is -fed" to the tool. In addition, the "user" (i.e., the social worker) must 

to the tool based on the social worker's rtnfcaJ training and iiidgrnent mav 

arise ftom mm to line, su* an acton should be the axc^ r^^tfmetool Is 
serving M intended purpose. Having safcf this, as long ^JrArttah 

SffiSiJES^f^T? m anidw,w «yto balance the need for 

t£^£Z!ZS? !L"1? to ^ 9m ^ to exercise independent 

judgment and utilize their own dmcai training skills. 
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£J *2SZE^'£^ °L S °!iifi b8en haphazard a » best Instead of clarifying 
to£tof a?£ JL£* ^ ^rtcers are able to apply* 

these tools at two extremes -^ther they ignore and/or manipulate them tojuttifv a ore- 

wantTa^f^^i^ 8 5*St 35? ^ W * ** »«* DCFS 
warns ana these tools and strategies are not achieving their Intended purpose, 

SrtSS^^i!*? invostj9ated ^ 8HU the SDM tool was identified as a 
contributing factor to the adverse outcome in the case. InJorqeT for tw^ tL 

Assessment when she went to investigate the hotline referral It wasn't until 18 d*« 
after Jorge's death that the ERCSW documented an sSl^/SSu^Z I J SSL w 

^^^2^2 re f Ult8d S ***** not being assigned as an 
immediate response. Both referrals remained open at the time of Deandre's death. 

Other cases showed that even when the SDM tool comes up with the riqht "result" 

li^Jr^fh tXS was (t c,owd - a new referral was investigated which 

CSS&dS&fSfi ft 1 *** OT 016 SDM Ri,k A«8e«wnt Tool and the 
recommended decision- was to "promote" to a case Inexplicably the qnw 
Assessment Tool was filled out by checking every box 3gBj?*B¥l*tt , , 

home on . Family Maintenance court order. Even though the woriter gave aw.nl 

the SDM. ctosed to refer?.., «na%Ab^lh^J^^ E K^ n ^ 
canyfng worker who hed already ignored . multitude of glaTg alaZ 

The manipulation and/or disregard of the SDM tools by social workers was dnr„ m .n4^ 

LmSSKS ? U £S by 11,6 Cali,omia Soclal WSSKBffiSi 

*»* Even the e*ne worker can reach different resuNs in 

f«uX PP ^ CU,C0 ™" de8pte ««re being no change In the family? 

During the course of interviewing DCFS workers, the Social Work Education r.„c, 
researchers received comments that included -if anvnneihwt. , * Jf * . H • ntor 
menipukrted by bumt-out staff or less^omSSed SBgSft S*!*** 1 " * »• 
There .re folk, out them who are menipufting » groiKs.'S^a^. that 
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the Information going In Is accurate and will be used to provide the best service delivery. 
It Isn't a magic pi." 

Clearly, there is an outward awareness that the validity of the SDM tools are 
questionable, at best, as the tools are currently being used. Given that social workers 
are already inundated with paperwork, DCFS needs to consider whether there is a point 
to 'adding more paper to the pile' if the tool is not achieving its intended purpose. For 
this reason, it may be time for DCFS to re-evaluate the purpose of the tool and whether 
the tool is achieving its intended purpose, in this regard, DCFS should consider 
whether the SDM tools might serve a better purpose as a validation tool to be used by 
Supervising CSWs In their review of the CSWs work rather than a determinative' tool 
used by the CSWs. 

> The Need to Assess the Toots/$trateflies 

The "alphabet soup" of tools and strategies currently utilized by DCFS to assist workers 
achieve improved outcomes for children and families, are all founded in good intentions. 
Conceptually, all seem to be well reasoned and should achieve their Intended results. 
However, because the plethora of these tools/strategies have not been supported by 
establishing clear understandings of their purposes and a lack of user competence due 
to inadequate/ineffective training, they have become potentially dangerous rather than 
protective. The nature of these tools is such that they are vulnerable to 'garbage 
in/garbage out 1 , manipulation and misinterpretation that can lead to disastrous results. 

K is critical that DCFS undertake a comprehensive and cohesive review of these tools 
and strategies to ensure that they are appropriate and effective for achieving their 
intended purposes. Not only are these tools and strategies incredibly time consuming, 
the costs associated with utilizing and maintaining them, are significant. DCFS needs to 
undertake an evaluation of which of the existing tools/strategies are truly necessary and 
effective. Lastiy, to achieve maximum advantage of these tools/strategies, DCFS 
should ensure that they are recalibrated as needed in conjunction with intensive training 
and ongoing monitoring of their use. 



RSI #3: COMMUNICATION. INTEGRATION AND COORDINATION OF 
SERVICES -"IT TAfCjjsS A Vm-AOE" 

Every time a calf is received by the DCFS Chad Protection Hotline, it puts Into motion a 
network of individuals and agendas that must be meofeed in order to protect children 
and support famiies in crises, This moMRatfoii begins with a series of actions taken by 
numerous workers within DCFS. As previously discussed In this report, a Hotfine 
referral is first investigated to determine whether the allegation of child abuse wBI be 
deemed "substantiated*, "unfounded*, or "inconclusive". Once DCFS completes its 
initial investigation, it must determine what level of intervention is warranted (if any) and 
what services and/or treatment must be put in place in order to address the issues that 
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brought the family Into the system. These haw been described in this report as steps 1 
and 2 on the DCFS "continuum" of services. Step 3 on the -continuum" involves making 
sure that the services identified are, in fact, provided to the families and that the issues 
that warranted intervention by DCFS In the first place are ameliorated so that DCFS 
leaves the children in a safe and healthy environment 

As a family moves through the DCFS continuum, the family also moves through a series 
of social workers and other DCFS professionals. In addition to its own professionals, 
DCFS relies on countless other professionals within the County's existing infrastructure 
to assist in its mission of keeping children safe. Most often, the County departments 
that directly impact DCFS* ability to service children and families are the Department of 
Mental Health, the Department of Health Services, Probation, and County Counsel. In 
addition to the many agencies and departments that are internal to the County, DCFS 
relies on third-party service providers located throughout the County to provide 
treatment and/or educational services to the families it serves. 

With such an extensive number of participants in the child welfare system the questions 
raised are: 

> Does each participant recognize that they play a role in the child welfare system? 

> Do they share the same goals and objective of protecting, supporting and 
treating children and families? 

> Do they accept the responsibility? 

> Are those responsibilities being carried out effectively? 

Unfortunately, based upon the fatality cases reviewed by CSIU, it appears that the 
answerto these questions is "no" either singularly or collectively. Rather, it appears that 
it is quite the opposite where other parties, both inside and outside of the County, are 
not working cohesively with a joint understanding and commitment toward uniform goals 

and objectives. 

Ultimately, all County Departments and Third Party providers must be unified through a 
common understanding and acceptance of their respective responsibilities as partof the 
County's continuum ofcareto children and families. In this regard, DCFS must be the 
leader in ensuring that Its departmental goals, priorities, and needs are clearly 
communicated to each key player so that everyone is "on the same page" when it 
a>mes time to carry out their respective rotes. It is only with this level of 
communication, Meg ratten, and coordination that DCFS wWbeabieto effectively 
Intepne on behalf of families in crises and meet its misston of providing quality child 

^ZZ^Iff • upport » m ** 8™ «P «*. nealthy, rtuoWand with 

permanent fafttMet. 

It is incurnbent upon social workers, County departments, and community service 
P™^"!. wortt together for the benefit of the children and families that are served by 
DCFS. Each brings a unique skin set and expertise to the process and each should 
approach their role in child welfare in an active, engaged manner. Thus the challenge 
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that must be overcome Is bringing ali the necessary players to the table, getting them 
SiSSS^SSSl navin 9 * hem work effec ^ together to achieve the common 
Cwnty P m SUPP and ass,8tance to tne ^ildren and families of Los Angeles 

8 - D^F9 mtra-pepajtmefftal Communication ,nd Cft o fdlnatf n-F ? r H fy ym 

&£%r*& i ec ° mes i nown t0 ^PS. numerous DCFS staff have contact with the 
child(ren) and family as they progress through the DCFS and/or Dependency Court 

t^nJl**^™'* the ? i5 0ne soclal worker wh0 takes ^ hotline califone who 

5' T ' Reun,fication . Family Maintenance, eto . Each of these case-carrvmo 
workers has an Immediate supervisor {the SCSW) and a corresponding chain of 
command (the Assistant Regional Administrator, Regional Administrator Deputy 
Director, and he Director). Thus, without taking into consideration support staff and 

nr^L T tr I t,V0 prDfe88ional8 ' * ere are at a" absolute minimum tenDCFS 
pro^sronals who are responsibte for each and every family that Is "screened in" by 



SSlfl^S SL9SS 8hould mean that !*» 18 a bui *- in *afety net In place to 
ensure that individual decisions are always "checked" by the chain of command Thus 

t?aaedWo S r e I h « P hS™* 5? "2 ™ ste P s ' fa »^ of any one individuaTdo w result in 
tragedy forme children and families who depend on the Department, In order for this 

Seoal'S ^ ° fUnCt SL a8 **° M > h0wevw » must ensure thaUte 
departmental goals, pnonftes, and needs are communicated through its chain of 

command to each and every single worker. 9 

As described above, each and every family that comes to DCFS 1 attention and is 
SET* u ^ Protection "as a team of at leastTo DCFS 

ss& ra (for exampie - ^ « * dcfs 

Snalha^T^ th8n> 25 2 thi * many hand8 on each the 
™ s *22 25 T r 2?*5 9l Wted by institutional knowledge and 
expertise. Unfortunately, despite having a built-in system of "safetv In numh^.- th«™ 
appears to be a department-wide failure to recognize lvalue oi a cohesrve Te^ 

2S2S£2^ fr0m invest ^ on8 totfS implementation of SSSS 
and/or programs that are supposed to further the Department's goals and oriol es 
Accorchngry, to ensure that no individual social worker. m^SffmSSSTor 
executrve is ever left to operate at an island, the Department must aifoMtJ ZShfL 

pdX! mproved ™" and ^^^m&^&SSm 
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The challenge for DCFS lies in the sheer number of people it employees and the fact 
mM those ftousands of employees are stationed in a hugely expansive geographical 
2P * ° CF i f i? 8 mmim PrwWer Amm (SPAs) vvhteh 8 cZitt of18 

S^°^S^^!L^l^ rOUflhout the 4 C ? unt >'' 8 4 - 083 miles. In addition to 
these 18 feld offices, DCFS has a corporate headquarters, several specialized unto, a 

^/ f 5^ v ? d,rect0f ». oourtb* other staff and support professionals. In this 

sense, DCFS is lite an army at war in which the Corrmwnder-m^hief, along with the 
Generate, devetops an overall strategy and identifies the -missions- that mult be carried 
out in order for the strategy to succeed. As the rank and file cany out those missions it 
must always be with the clear purpose of furthering the strategy developed bv the ' 
Commander and his Generals. ^ y 

> »f Begins With the Commancter-tn-nhtof 

tm^L^l^^J 8tra % 9{ ™?«* m ***** 8° ate and Priorities and 

Irf^i^S^li 8 ^ ^ °L te 800181 wo * era 18 P^med with the clear 
purpose^ of furthering the Department's strategy. To accomplish this, DCFS must 

^ U «^J? i° a,S and priorWes are ^^"^ communicated and implemented 
across re ooara. 

Currently, DCFS has identified six departmental goals; 

Improved Child Safety 
Decreased Timelines to Permanence 
Reduced Reliance on Out-of-Home Care 
Self-Sufflciency 

Increased Chid and Family Weil-Being 

Enhanced Organizational Excellence 

All six goals should be and presumably, of equal In importance as all six are intearal 

s^S?™^^ 8 ° mmli mtm ^ " prevWe *W we^ 
serv^ and supports so children grow up safe, healthy, educated and with permanent 
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DCFS Departmental Goals 






■ Improved Chftd safety 

■ Decreased Timelines to 
Permanence 

« Reduced Reliance on Out-of- 
Home Care 

■ Self-sufficiency 

m Increased Child and Family Well- 
Being 

■ Enhanced Organizational 



]^3SSB&SS!!! ^f*mmt •x™*™* the chain of commend and 
10 inoivraual social workers. Instead, depending on what tool Is being implemented- 

o^PtetehJfoTg^ important than otners « or some pieces of the pie are 

For example, in recent years, the focus on utilizing voluntary service* »nH ^ 
asameansof keeping children at home has cZy 

S££ H*2 relianca ? «**-h™» care". Like the SSS^SSS^S^ 
225^ the message -morphed" and was understood by the workers and manages 
simply ' do not remove/keep the numbers down' and the other, equally ImooTnt 

mS^!SS!!!^!!!S? K t and improved child safety in particular- 

were lost in the message. Individual offices and leadership celebrated as !Z^L 
of detentions decreased and individual social workers were T orafeed foTlS* 
numbers; ail white more children were dying Xe left 

CSIU found numerous instances in which the "push* to provide voluntas R «rvir*», QO - 

^nifv hJi* VFM « being offered to parents who had previously failed to 
reunify and/or had their parental rights terminated and VFMs being offered HmTand 

"Xr, e p Prte ™n^n P liance ^ P revl0 ^ vTMs. impeded^ -DecreTseT 
^rnehnes to Permanence" goal because whereas children could have 

ESS^SS£l S22r m4 DCFS etected t0 provWed additional 528L* 



^h d Jl 9 'L the ^ pai ^ nt mu8t en 9 a 9° h an active campaign to "brand" its messaoe 
that there are six departmental goals, all of which are equally important ind nt 9 
components of the Department's stated mission. ?his SSffiSS^J? 
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^rj^iXt *^ P0 "^ Z '^i™** 8 a Program, It must be Introduced 
' m ^artmertBl goals and that while the particular policy 

L j^rfff Department's m f s, P 1 and 8nou,d a part of each worker's day-to- 

wl fe^^T^n ^^ avai,abte and 10 each ^ cornmunlcatlc^ It h« 
with its workforce, the Department mutt remind Its workers of the six goals that unifv 
their practice and must guide the decisions they make on a daly basl? ^ 

Sfnr^°^?S nmltment t0 f " slsfen % and repeatedly communicating Its goals to Its 
workforce, DCFS can ensure that as workers go about making critical decWora on a 
day-to-day basis, they do so with the understanding that all si aSmSSL 

Important and one should not be achieved at the e^ofanSw a JSL • 

situation whem the decision to mpl^m^S^m^ J^^' " 9 

or ueereased Tirnelines to Permanence", the social worker will not m nr***»„Ji72 

give more^ht to one goal over the *»J2iW«fc^^ 

goals which should be complementary rather than competfnggoata 8 **" 

> Generais - *ri Must Imntement i-h 

Sl a ^»f « COmptex teve1, the Department must ensure that It adopts and endorses onlv 
Z^l ^J£™*° implement a given policy, program, tool, or strategy, I must 

part., thereby dlluttng It, eff<^lvene«^^S« nS f£T5fc!55rS5p£* 
of Engagement model and, even where It Is used, the manne ■ TwW^rfhTJrt™^ 

£* a^ n Sed^2!v^ ~™^™J!i^SD^ 
100,8 af e manipulated to Justify a pra-determ ned outcome or not used at all with 
respect to policy, CSIU has heard anecdotal ttorie«X 

Ir^SS^f ^ J* a " ^Pervteors and other high-level DCFS 

oTthVoo^hWrnT S ^ ^^^1^L ,, ^ I 01 an8 ^ fie -boot. 

pall IS t^^^^^^^ ^^^•^^rt^ , "» 

« U S1SI^ curtaf ; Wi "^nagement of its policies, tools, art strategies bv 
ensunng that program, are implemented consistently frTregJon to region anToffS to 
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offfce. The institutional perception that each region and/or office is free to make its own 
rules must be recalibrated through dear reminders that DCFS operates as a cohesive 
department-riot as a set of islands. Along those lines, the Department cannot 
encourage fragmentation. Whenever a decision is made to implement a given program 
tool, or policy, the Department must go "all in* and make sure that adequate training 
E!!? 0nn !L and T m IT am m p,ace to * u PP° rt ** implementation of the given policy, 
i«L?^^ ,n „^?f * *!* De P artment snouW consider putting into place a £vtew 
process In which all high-level managers come together on a regular basis to discuss 
cases in which the Department has failed In meeting its goals (such as fatalities, critical 
todenis, or adverse court rulings). Such meetings would serve as a constant reminder 
mat when failures occur, they are "owned" by the entire Department and not just by the 
unit, office, or region in which they occurred. 

> And the Soldiers Carry Out the Misstep 

Anned with dearly articulated goals and objectives and supported by tools and 
strategies that are implemented with fidelity to those goals, the soldiers will be better 
prepare^ to carry out the mission of DCFS. What must never be lost, however, is the 
constant reminder that there is Strang* in numbers. DCFS must therefore work to 
improve communication among its workers and to provide workers with tools that 
facilitate such communication, 

omZtJltTJ^^^ had a m ^ <* Prior referrals-wither because the 
SSh tZTl flffS ^J?°5L a8 ** v™ 9 P 8 ™* Prior referrals, or 
HLHiS f" l**™ had ' at one P° w * bwrt declared 



dependents of the Court And, in at least six cases, the parents had previously failed tn 
njuniy and/or had their parental rights terminated as to &*£ M SSS^XS^ 
CSIU renewed, there was a wealth of institutional knowledge that should have^vWme 

woived social workers valuable insight and perspective Into the children and fSST 



Unfortunately, there does not appear to have been a true appreciation for the value of 
sue* institutional knowledge nor the ability to synthesize and i taoom^htt 
ii*miation Into its investigations. Although CWS/CMS is always checked to determine 

f^ll^ 8 ^^^^ to ^ mmm and meaning to the Information obtained 
from CWS/CMS. The ER/CSW in Jorge T., for example, undoubtedly 
had previously been declared a deferent of fie Court Yef SMM%t 
jurisdiction had been temrlnatedlutUix mentis prtor to hm %Sm SI Srf fSi 

dependency case involving domestic violence and phystoaf abuse of Jorae been oivnn 

allegations of domesbc violence in that case and fie step-father's fallum tn mmnh, 
the Court's order, to Jorge's statement that phystal at*£lSne hand? 5 nTnSothe? 

and stepper was what caused his mrnttoXmMmm Twmmmm^ mT^m 
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and step-fathers dentate regarding the physical abuse would have undoubtedly been 
questioned and maybe even disbelieved. 

In Viola V., despite seven prior DCFS referrals, five of which concerned Viola's 
prospective adoptive mother as a foster mother, DCFS' Out of Home Care Division was 
unaware of these referrals and continued to entrust to her, the care of very young 
children. Viola was placed into her killers care WHILE there was an open DCFS 
investigation ofthe sixth Hotline referral involving the foster mother. In fact, not one of 
the sot ER workers was aware of the referrals that preceded their respective 

The sharing of information is critical for a department of DCFS' size and scope When 
infwmafton is not sought out and/or shared, decisions are made based on incomplete 
^^J^T^: ^ m « 1 ^ throughout this report, there are systems in 
place to make sure information is stored for future use. CWS/CMS and Case Files 
em, in part, as a means of ensuring that information is passed on from worker to 
worker. Accordingly, the issue is not about DCFS' failure to recognize the need for 
mmrnmon. Ratter, DCFS must work within Its existing framework to belter 
faciirate communication. 

Along these lines, DCFS should work with the State to ootentiailv facilitate stmamiiniM 

22*?»P2« ,n "?•£ (1) to ™ ke « -SStaSTpiS: ,llnl " 8 

entering information and (2) to make It easier to navigate so that future users who 
stand to benefit most from the information that is entered about a case, will have easv 

to eriieal information. ' 



i^S^Ii 8 ^* 1 '""f^t ar^ strictly enforce a uniform file maintenance 
2? te £ /p ? fc y» i tt* as a child makes his/her way through the DCFS continuum (i e 

necord ^fveryth^g that has resulted from DCFS* involvement in his/her life. Thiswill 

££ !S2 uZSSZEF"* a fT* 8 h,8tory 11 m be °^« f ^ «* *? 

contain relevant information that is easy to incorporate into the current investigation. 
Las%,to order to ensure that the information In CWS/CMS and the Case Files is as 

^^^I^^SSS^ ^ ^" * U8ed ^ worte « to create the records that 

^S^S^f T* 8, ^ 8torBd wlth,n *• Case Files. The 

use of such tools w* enable workers to record ©vents, interviews, notes and 

k^^^S^^^?- ^i** rf the hstftutfon* 

^SSr^i * fltemwd from ^ P f1of contact with the family will be given the 
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*>■ Interagency Relationships-Integrate awl Communicate with Those Who 
Must Sham In Yew Mission 

In addition to its own professionals, DCFS relies on countless other professionals within 
the County's existing infrastructure to assist In Its mission of keeping children safe. The 
County's existing infrastructure, if utilized effectively, can be of Immense value to DCFS 
since it consists of many departments, each of which is enormous In comparison to 
equivalent county-level (or even state-level) departments elsewhere In the United 
States. Most often, the County departments that directly impact DCFS" ability to service 
children and families are the Department of Mental Health, the Department of Hearth 
Services, Probation, and County Counsel. These inter-county Agencies are an 
integral part of what should be, a comprehensive child welfare 'system' because each 
Department has a unique skill set and/or expertise that could play a critical role in 
DCFS' risk and safety assessments, the identification of what services are needed, and 
the provision of the identified services. 

Given the sheer size and breadth of services that are available through the County's 
existing infrastructure, DCFS has an advantage over just about every other child welfare 
agency in the country— the key is for DCFS to use the County's infrastructure to its 
advantage by finding a way to effectively integrate these other departments into Its day- 
to-day practices. 

Although DCFS is the central agency responsible for protecting children and families in 
crises, DCFS cannot stand alone in this mission. While DCFS must take the lead in 
Integrating and coordinating the services It provides, law enforcement, medical 
providers, mental health agencies, legal professionals, and educators all have a role to 
play in keeping children safe. When such entities are part of the County's infrastructure, 
they have an obligation to "own" their role in child protection. In other words, DCFS 
may be the central agency, but all who have a role in the system must "step up" when 
DCFS needs the services they provide and the resources they control in order to carry 
out its legal mandates. 

The story of Zachary H. exemplifies the effect that Inter-agency collaboration can have 
in the aftermath of a tragedy. Zachary died of an apparently accidental Methadone 
overdose while he was AWOL from his group home placement When CSIU 
investigated Zachan/s death, I found that Zachary had been fortunate enough to have 
one CSW the entire time he was in the system. His CSW ensured that he received 
appropriate contacts, IndMduagzed Education Plans, and mental health assessments 
fr«ntieDepa»ftneiiofMefiWrliilii. The CSW also eoonifciafed efforts among the 
toy players In Zachary's M»-fcr example, each time a placement issue arose (Zaohary 
had mom than 8 placements), a TOM was heW to fasitaie a team decision regarding 
the next best move for Zachary. In each placement, hte CSW coordinated service 
providers to ensure Zachary's services eoninned (including special education and 
Intensive mental health and behavioral services). The oonsfetont, active involvement of 
his CSW was one key to the level of service Zachary received. 
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In addition, because Zachaiy was a -cross-over" youth (meaning he had iv.^ 

aaaroonaJ programs and services to the youth while thev «n#J««r!^ 

education and mental health services on a dally baste a^fs^^i K?' «, 
locates that Included his CSW, a Probation Office? S G&? i* ^ * 

Educational Surrogate from the Department of Mental Health. 

&«s£S 

musi^?f a lf % aV ^f bte " * 3 mlnimum ' nowever, every County Department 
must strive to achieve what occurred In Zachan/s case n oid*Hhr *L^^T 

of every Department whose responsibilities inters^ t w^S tfiS* PartC,patten 

yVhBe Zachary is an excellent example of how this can be achieved 
investigated by CSIU exemplify the degree to NhtohttSs taJ SrfT^T^ 
Departmentaarenot^ 

hmlTrfLw , *^ l 5»» assessment of his mental health state which should 

,n l,mbo between Dependency and DelhqSy whS Ss TdectortdT'"'" 9 
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Dependent would have qualified him for medical Insurance benefits to cover 
mental health services that were identified as being desperately needed, (Adrian 
R.) 

> The reluctance by law enforcement to take an active role In investigating physical 
abuse allegations while the DCFS ER worker took a "bade seat" to law 
enforcement resulted in neither agency conducting a proper investigation and 
evidence of physical abuse likely going undetected. (Abigail M.) 

> The lack of ooordlnattori between a police department and an ER worker resulted 
in the ER worker spending two weeks searching for a family at an incorrect 
address where the police department had already ascertained the correct 
address (Deandre G.) 

> The legal findings made at a critical court hearing sent a child back to her parents 
despite the parents' failure to make substantive progress in their court-ordered 
case plans and County Counsel failed to advise DCFS that the very reports 
submitted to the Court in support of the recommendation confirmed that parents' 
lack of compliance. (Abigail M.) 

> The lack of communication between DCFS and the Medical Hub resulted In an 
incomplete assessment by the Hub's nurse practitioner upon which the ER 
worker ended up placing entirely too much weight (Abigail M., Johnny C.) 

> The failure of Probation to communicate with DCFS where they knew the 
whereabouts of a pregnant AWOL youth resulted In DCFS being unable to locate 
and protect the child. (Erica J.) 

I, The Disconnect between DCFS and the Medical Hub* 

The Department of Health Services' ("DHS") Medical Hubs serve two purposes within 
the DCFS context they complete routine examinations of children in DCFS' care and 
they conduct forensic interviews and medical exams as part of DCFS* investigation 

process. The mere fact that the Medical Hubs exist to perform these essential functions 
is a credit to DCFS and DHS in that the two departments dearly recognize the value of 
working with one another tor the protection of children. 

Naturally, anytime two sizable County Departments come together, there are going to 
be some 'growing pains' that must be worked out in order for their integration to reach 
its full potential. In the case of DHS and DCFS, the impediment to realizing the full 
bene** of this relationship has been rooted in poor communications. 

> Lack cfdanfr regarding thelf respective roles and laeaaisMMe* 

oornrnon understanding regarding their respective rotes and f«spofisMiitl«t must be 
memorials and then communicated to their personnel. 

For example, based on CSIU's review of several cases that in which children were 
assessed by the Medical Hubs, it Is dear that DCFS* sodal workers rely exfenata/y 
(almost to the exclusion of other factors) on the Medical Hubs' com*usk>ns/statements 
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For example in the Johnny C. case, despite having many pieces of information that 
mat m evaluation indicates non-abusive cause of medical findinas" ted ♦« fh» mf*^ 

Precttoner actually concluded thatfhe cause ofZ 4ries mm "SrmtnateT 

Wtat is unclear from the cases is whether personnel at the Medical Hubs understand 
the slgnif^nt wejBht that Is given to their conclusions? Do they urxten^ SSal 
workers defer to their medical expertise? Is it understood thatthe exaZSand 
2?H inclusions may end up being used in court by any of the involved 
parties (DCFS, parents, and/or minora)? Of course, these questions raise another 

sucn a aegree? or , are the exams and interviews conducted by the Medical Hubs 
inve^Sef Wbrmation ^ mik * m m "* m**^1h* 

22ftS?? Z2? *l MM ^ te inte fl retion °f these two Departments in 

H,?LTffhJ"!!L Pro ?T of 1 out - 8te *>nin8 social workers in each of the Medical 

Sl^^oe^SSf 12 SEi?" fUndamenta ' «ised above and 

™*L ®™ ®^f* a IL add 2^ od 80 8 consensus may be readied regarding the 

ZZStu£?Z££l 2?5!T Np . b r ^ th# medtal pwBor, " ,rt «• averts at 
examwng children and the social workers who are experts at assessing rfskwd (safety. 



MHiffiaitiaiMi 



iSSlZT^f™^ ** has W to s^Wcant adverse impacts has been the 
failure of DCFS to provide necessary irrformation to the Medical Hub examine* Inth* 

S^f 3 ^,^"! ^ ^ C., there was Mb to no SSSSSSi abol 
^SfwS^S^* Wren Wn » for forensfe medW 

c^^^^J^f 55 ! 8 a ^ a ^^^^ Wwnationlat tie examiner 
can take into consideration when forming their conclusions. 

#fle hava I been on » oh * concerns raised by fie medical Hubs regardino their 
mabWy to cemmunicate with assigned CSWs. Appa'renfly, tr«rSubs1 re X^S 
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provided contact information for the CURRENT CSW leaving them to try to track down 
the right person. Further there is no 'quick' means to advise the referring CSW if a 
caretaker fails to snow up for a scheduled exam. Both these issues should be fainV 

a field for listing CSW and SCSW name, office and telephone numbers. The 'no show* 
issue can be resolved by providing an option for the Hub to select which 
w^r^^r' *» C fWtfiat their client did not show up for an appointment 
which is important information for the investigating CSW to have. 

> Medical Hub Examination Rmnnrt* to fWft 

1 ?"° re f f J^unfeatfon due to the limited information that is usually 
OTduded In the Forensic Examination reports the Medical Hubs provide to DCF8 
Examination reports that lack essential Information can have devastate , results* The 
caseofAbigail M Is a perfect example of how the failure to incWe 7S£*&* 

explanaft^ualitotton and the basis for the medical conclusion can lead te a 

r^V^^V* m ^t'^ by results. This prob^ though, 

is closely linked to the need for DCFS to provide the Medical Hubs with necessarv 
contextual information. It is often the 'totaifty of the c^m^c«? mrf SSTten*** 

possible consistent with the caretaker's explanation as to how it occuled, mere may 
•^^nl^ ?? ^• to "J»* Ornately, the injury was due to aT ^ 
indeterminate cause' based upon me family's past history of, for instance, neglect due 
to drug use. The CalEmaSOO form 31 which is the state promulgated susp^SSw 
abuse medical reporting form is primarily a 'check off the box' form arnJ^townot 
encourage or allow for a meaningful narrative. However, this probte^ Is S resolved 
by simply attaching a detailed narrative to the form report * mS0,Ved 

The above identified communication challenges should not be difficult to overcome- it 
merely takes the two Departments coming together to establish acfe m mdm^il «f 
each other's rotes, responsibilities and exports understanding of 

H. The Special Role of County Counsel 

^^f^^^ mm W ^ artm «^ * that it too, must be 
effectively integrated into DCFS' provision of services in order for DCFS to function 
prapt*. This has already been recognized as evidenced by the M^cSEE? 

stable team of attorneys who focus solely on repestrtlng DCFS h e«jrf wttce^dina* 

indpi^iiic«untelteDCfSonamy«of^alfesuel ^ Proceedings 



MedalX* - ™ * • ^ htom,ilon •*•» <^ DCF8 children served**. 

^i^^f^Si?"^ 8 I*""***** «• torn «wrt must be used by me** 
pfacttonem tor medfceJ rape* far suspected ch«d abuse end negUct «am!oiS» 
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The challenging aspect of the DCFS/County Counsel relationship is that fie lines 
between their respective areas of expertise are not black and white. DCFS 

tSSSSlX 'SSSST S^JT 68 ** l UWe daily ded8ions *«* safety, risk, 
™T^r^j£t £T<- C ?"* hmm 2 m t < County Counsel «*°™y* are not social 
wo*ers and have no obligation to assess the Issues that are better left to social 

WOflCefS. 



Having said this however, the DCFS/County Counsel relationship must be rooted in a 

Sta^l^^T *?* 9 Welfare & Institutions Code and has 
legal implications attached to it This can be as obvious as fie legal findings that are 
'"^dency Court every day or the fact that there are legal gSestnat 

2S5SS2!^^ acc f ss to ^ ^ *w JSkS Taiso 

S?^-^!^^^ 08 *- For """P* donating a hotline referral as 

(^^w^^ft ° r s t 8to, l « aw " te a legal determination based on Penal 
Codedeflnitions of child abuse. Thus, lines can become blurred when social workers 

abuse ^ourad, m defined by the Penal Code. Another example of the legal subtleties 
DCFS infusion of upfront services for a family with a lengthy history of DCFS 

^active, notreactionary In nature. As referenced above, in fie caJof S 
tne documentation reviewed by CSIU did not reflect fiat anv effortewena ' 

reports submitted to the Court (i.e., a recommendation to return fie children even 

JE2 l M m IP* SUbSte "^ P r °9 ress «» case 5? In 
^Z^L^f iST P M, a nwHtetaine(l ^n made its way to Court despite 
obvious indications that the children were not safe at hone. 

r^rn^iZl^ 10 ^ to "x*" workere - ^ut, when a 

^^fSr ^ actt0n *S* by the factual droimstancesof the 

£2. *SlL !«r r i rS f T Wi T to ra,8e discrepancies to the Department 

? ^F FS attome y» «®< actively review the evidence 

and facts presented to them by DCFS to ensure fiat fie facte are teoaiv mmZmiZ 
support DCFS' concWon, and mm ESSSE*^* 

An attorney's effectiveness can often be measured by his/her abifltv to omvuBt • 

^making legal errors rafter than dealing with the^afte^ ^ 

ragrnevei employee or before they invest m a new venture. This is the type of 
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J'^S'^IS 8 and Cou , nty i ""^ muirt maintain-one in which the attorney 

^e^^XT^rS^° r ?* dients bu8lness 80 ^at they can 

enecnveiy position their dient Into a strong legal potion. 

> A Step in the ftfahf nip-wi™ 

The Katie A litigation and ft© nesuHog Katie A. Strategic Plan comoelted the 
Departaent of Mental Health. Probate,, and DCFS Xteto a^XuVa^d imolem.nt 

mat costly litigation had to be initiated to bring about this chanoe It la twnMt^L?. . 

Shared Cor. Practice Model" which acknowledges that they all need to^ Ttoaethar 
to ensure that children are safe, free from abuse and rac*M anria™ •SJ2JLr 8 T? 

EESSZS? "SSTt ^"^^ant casl, ST'" 9 
ZJ^^V&SF™ " ^"-™ea&s 



^^p^bXeel;'^^ 



iiiiuwibu on «pni zwi^. Project SAFE is an interdepartmental protect between nrpc 

K^f 1 ^ {n •«* DPH *E£*^ DCFS 

assessment to help CSWs determine the existence or nonexistence af Vn^mnt «r 
car«gh«r*s Substance Abuse Disorder. The Pmm^^^^^IT^Z , 
the DCFS El Monte and Mete North Office *tfwT« ieWta thS^SS^^* 

assessments under the already-existing UFA protocol, the key is that DPHh amm 
« the assessment process, a step whld, will SnM^SgMy alui Tto 8 9 
.nvesbgattons and assessments in the El Monte and MeteNolST 

> .The Missing Framework far ka-^iw. 
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^♦T 8,0n - Wmin m f™"™*' Department's rote must 
oe clearly identified so that there is a common understanding among the Departments 
as to their respective rotes. Each Department must then commit to developing 

programs and services to fulfill its responsibilities and dedicate the personam! 
resources that are necessary to put plans into action. 

In an ideal mm, the framework would be an entirely new agency In which the relevant 
segments of each County Department are pulled together under one umbrella. For 
^I^VS *!2 Hh p F f f f tonate specially In assessing juvenile mantel health 
rOZZ D^Sft* °Sir °I vouth - Substance Abuse Assessment 

TeamM>ubHc Health Nurses, and other such professionals from the relevant 
D^rtmenis would come together under an entirely new agency— a 'Mother Ship* for 
oependency»related services, 

OF course, to reality is that from an organizational/resource perspective, the "Mother 

Ship" is probably not a solution fiat can be Implemented in the] bmmdtato future 

fO^'J f « Mfc ' e _ 80,ut i «or» might be the concept of an Executive Steering Committee 
in which the Department Heads come together on a regular baste to discuss the status 
of ongoing programs, newly identified needs, the allocation of resources (such as Title 
V-E federal funding), and other issues that must be coordinated in order to carrvout 
their common goals. 1 

With the groundwork mat has been laid by the Katie A. Strategic Plan and other 
blooming alliances, County Departments are beginning to play a more active rote in 
recognarng the need for integration. A formal structure— whether If s a "Mother Shto* 
an Executive Steering Committee, or something else-is the next step to brfnoina in ' 

^SSSESSi "IT* °5* 10 m "* mm ^W^commitoelts 
from those who at toast expressed a willingness to take part in DCF8' mission. 

Providing services to children and families is one of DCFS' most fundamental 
obligations In fact, DCFS would be unable to meet any of Its Departmental Goals If not 
for the serv^prowsion aspect of its work. For this reason, DCFS must assessthe 
quality arni effectiveness of the services it provides on an ongoing baste and 
immediately address any deficiencies that are identified. 

In addioi to the many agencies and Departments that are Internal to the County, 

^^ i ^nmmmmmmimmm ttttnwt. Aside #« a handful of 
•^S^P' DCFS does not dlredy contact with such service providers. Instead 
DCFS takes the lead in developing case plant that are individually tailored toadd^ss 
the issues fiat brought He family to its attention and then turns the families ovwtothe 

SSSSSr^^^ f *• services - iiw^fM^SuIf 

report back to DCFS. Accordingly, once connected, it is the service provkters that often 
have the most frequent contact and direct relationships with the chiMren^fe^ 
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SlLS n ^^ foPe . Critol f0r °° fS t0 ,n tum - have frequent contact and 
S ^ ^ 8e ? /, P 8 P rovk,ere * ^nds upon, whenmaking dedsfons 

about the family's progress and their ability to safely care for their children. 

mH^l^ " fl 8 wWe ran «* 01 a variety of contexts 

^nesfc violence physical abuse, mental health, and drug abuse are somTof the 

EftT 1 ,ssue8 00,88 mu8t ^rets in the services it pm^ZSrtLly 
Sis^i^r " t "*~ to children and •JaS&nSff^' 
Sb^^^ raW parentl r« drug treatment and drug testing, 

vto^ pmmmm pr °fl ranrM> - and domestic violence programs for abwlers and 

The context In which these services are provided varies as well For vov low rf*ir 

T^^^^Z^ T d#r D f f 8 «NwvWon are utfeedfor IS that 
present varying degrees of risk but no safety factors (either because th*v rt* «S JZ 

SSS 22£. C0 2E* 'I Whioh "*« «" o*»wl. the family's ability to safely 
provEtos^fce. ft theSeTm«K™f,2^!' "S^T"' slnce DCFS do « *»<** 

D^SKr!"" DCFS ' ^ ~ ^EttSXZ. that 

^munity based organizations that have no comrEl 

ftZa^SS £^££L ** This list is not yetted by DCFS, nor are 

"onWaX^ 
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hSsss^asr °* et * an - parent ' what 

Once the family is engaged in their service plan, DCFS policy requires workers to 
"maintain regular telephone contact with the service provkfe, StZSS^ 
progress reports and assess the information providedand incorporS nStoVm fLe 

requfree I from the service providers. And so, if one was to pull a sampling of progress 

oteZnt IEEE? i^l^ at ^f d S f utof1 ° cte «« 8 ). demeanor in class (I.e., 
proSress'" ^mannered"), and a conclusory remark such as "making 

^^^IT^J^J^^ mm pro » re88 in «•"*»• carries on the 

parity than (M «M worker, the Lie, i^X!3K 

the service provider's regular contact with the family, 8 r0m 

The institutional relationships between DCFS and Its service orovfders must h« 

•mproved As a first step in this process, DCFS nZZEm ^cSfTSe Lrvice 

uur a (as onen happens with faith-based programs), DCFS must still vmrfo that th* 

program is quailed to address the issues that bmmm^m Vtt2££L 

S^ e8teb m J - ma,r, f ,n 8 «-*^^ DISSS' 

^tSSST^' . Tne P ur P 08 « J® to elicit meaningful information 
the^rertT ^ ^ provlded and *• Purees mat is being made by 

DCFS must invest toe and resources and take an active rote in idmmmiim* , 

2S 1 ^f^P«^ Programs are -audited" by DCFS 5Sm« to 

^ shwfo^ a S/«^i^^ a T 10 * P^ 181 " datab «*» ^ which workers 

Sff^^SS 1 ^^ 1 ^^^ This is an area 
h^J^ JSf^T* Pf^*" » DMH and DPH can step up' by possibly 

aswpng y^ r& to tfenWy quailed third party providers based upon their expertise. 

SSi.^ tZ^^ r ^ P rovW ^- So much 

aneroon is paid to identifying tie fam lies that need DCFS intervnntinn- **•♦ »,*«,im*i- 

.hough, seem, to be given to, "Now .ha. we S IZlS"AZP 
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Unfortunately, the "fixing" part seems to be left up to third partes who haw no 

placed with DCFS, it must take a more active approach to coordinatta and 
communicating with Its service providers. cooroinaong and 

R8,#4: WE WEB? FOR STRATEGIC HUMAM ^source mamaopmcmt 

Child welfare Is a tough business. It is an area focused on children's safetv mmt 
being hus decisions made can literally mean the 4mrmm^^mmTf^ 

caused by lac* of experience, a poor judgment call or plain incompetence. 

DCFS, or any organization for that matter, can promulgate manv strateokm a „d i^w m. 
workers up with tools' Intended to help them J^XStUb *Eftt! LfSl^rf 5 

assets are its people, its greatest potential weakness is also Its people. W 
The fundamental challenge for DCFS is to figure out how to cam/ out h» Ah «r«- 

tolerance for mistakes and/or poor performance. It is the quality and manao«m<L «# 

proper w5£S^^ recruitment, 

wrounfabWy AsXSL* ^^?2i TOan,n ? W ! ^ ,fo,ma,1< * wswsments and 
awwuniaoiwiy as enecove recruitment and proper tra n ng have been addr»s*«rf im 

assessments as a means of empowering people to succeed ^ * nc * 

•* IWiat la Social Work Summ,^*** 

Generally, "Supervision' has been defined as the Drimamt mmmn* hu „ 



81 hip:/^«w,cp-n«i«^ uo ^q UOto . ia54<hte| , 
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break8 8Upervi8,on ,n soaal work context down into three essential 

> ^J^f*^ P ~ m ° tton and maintenan « ^ flood standard, of work, co- 
ortnrton of practice with policies of administration, its goal is to ensure 

t0 TT* E?* and Drocedure ^ atten *» to their correct and 
S ^ T mentetton ' By «nd coordinating supervisees' work 

with others in the agency, supervisors provide a work context that permits 

superwsees to do their jobs effectively. ^ 

> ^t mml ' ^f^ 8 ' devetepment of each individual worker on the 
staff in a manner to enhance their full potential. Its goal is to address the 
knowledge, attitude, and skills required to do the Job effectively. 

> Supports - the maintenance of harmonious working relationships. Focus is 
worker morale and job satisfaction. ¥ 

Kadushin based his model on the concept of a mree-Jegged stool where all thra* i*n. 

° r to^f-ftoWstiative, educational^ and sup^lw^Kf mZy* ' 

f 2lilT ^ P0,nt m m ^P«»mentary nature" and "overlap* ©f these three 
group supervision, they are typicalr/M^g ail thrTsupS^n^^ 

^^^S^^T ^ ««'»»'»«*»» *» A* AM *tf 

The cmdision that can safely be drawn front both Kadushin's principle and the Social 
Work Policy Institute s analysis Is that the demands of social wo*^rv*£T!„ 
extensive. Perhaps this is w hy the Sochi Wort, Policy S£S£KS£ S 
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world service delivery suggests that A fs difficult to actualize all of these rotes 



JELSEZ^^T bG ^ ne9 ^ s Supervising Children Social Worker rSCSW") 
? a S^ on Prevailing notion, ofwhattt means to be a suiie^n/? w2 

expectations? Further, have they been trained and provided vvM the tools ZmtlZ 
necessary to futfW their responsibilities? P 010 t00te *■* aw 

> The Role of the SCSW within new 
re^ s ?h?^lT? a8e ^ nt < S^ tfve Member, 2010) delineating the 

faTSK tm®ZT mm mmn% SocW Worker f scsvr) - «■ nlm ™** 

Imuml^Z^wtt * ° S/9 T eing mch of mt CSm n**™*- SCSWs must 
^tenlX^L h , ^ rm um BPPWM* assessment, Investigation 

principles of tuoaivUon and t» ST* ePPears to conform to Kudu»hin's 

SocSl WoS M*hMM? * """ dem8nd8 d9 *°* ed ■* ■» 

worker, and, they are me translator,' of the «JSSSSSS SstTvaEfe. and 

ofsJel^ ' *" *"* "°* e ™ •*"•*>•» established pofeK and pmceS. 

S^r^i* *? *? bln * *• <*S»nfcation tooether - the even/day line 
worker with the management. They are the ones that wHI know wh« n ZZlZ ™ 
performance issue, but they are also theVne^SZ ^ESSS**. 

and negatively. Within DCFS, the supervisor In the best position to combat the h^h 
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bu ^f experienced by workers who deal with intense stress end the 
emoftonally dra.n.ng nature of the events and traumas experienced In the Mves of their 
clients. 

> SCSWs as Retention Ag^n*. 

Se^^lm^L 3 ^ W ' 2001 Calmmla S** Assembly Human 

SeTw^^^f t0P < * 8tade8 to ^ retaining social 

sf^Tsto supportive working environments and 2) poor 

SSln CS a* SEJfE Pby * «"* MP** DCFS address the Issue of 

retention. As noted above, poor and/or non-supportive suoervnion sfani«#»«ri#L 

^i?Jt? 18 eX ? eGted wor8en While the U.8. Government AccotSbilrtv 
SSJS?^ 1 ^ nr,Ua ' rato <* P ubBc *W welfare workers to be aahigh 

a^^?4fd1^ST?» l^ 8 ? 1 ?" 20% (though with consideltole 
geograprwcai differences)* Other studies have found that excessive poliev chanm*. 
and paperwork, stressful conditions (e.g., high worklo s^km^m m^u^^ 
found to be sources of job dissaisfakfn leS^ S^e^ W } ^ 

Conversely quality of supervision was found to be a key element In the suecass of rhiw 
wetfare workers and Improved retention. 38 A positive < fatf 

been found to Increase the likelihood of retalnhg tkM dttwita iwEmffilEi^ 
American Human Services Association estimatesla^wenS^Zf^ ™ f 16 
up to 00% of the turnover rate of pull M^JXZP* 

dete^^Z^" ^ nml difBCt N>acto upon DCFS' ability to 

deMyer jua% services. Those workers who stay are asked to 'pick up the slack' 
behind by those who leave the agency creating additional that t^hmELZL 

to administrative tasks such as trying to manaoe the cam kmtt AUtr&.*i^l~? Tl 

S2££t,'£2S'Xt k ? also . becom * * *^S*hlLi 

which results In potentially leaving vulnerable children at ride of hami. *— 
a F ^^ 9 a ™KJS!iS l ° X ^!? '""^ and <°«ter '•Month*, with the family that 
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^ nstf ? t8d ' th « rB 18 a direct correlation between Improved outoomes and a stable 

raining new workers and pay overtime to those cow the caseloads 'left behind'. 
> The Supervisor and SumtrA** 

r^S!l^ CoUnty h ? one ^ m lmmt socW worker to supervisor ratios in 
shoS It^ZSIF^ t0 5 5 worttew ^ This means that WFS^uLrvfeors 
m^^Z ^^t^^l m ^r^ 1 Unships with 

The literature also emphasizes the Importance of relationships In supervision; 

> l^l^^rta^shfr 18 me «*• of8odal ™>* supervision.' Tsui 
citing Fox (1983, 1989) and Kaiser (1997). ^ ,8U ' 

Ilali^^ *° recom !T end r ««>nc8ptuali2ation of the supervisory 
f ±f hlp 2 S 8 multif *<»t*d relationship involving the agamihe 

> £2?"? m l* u P* rvisBe > client, vtoin a cultural co7teS' 

irit^l^'"^" 8 ' 8uperVlSlon mo ^' Shulman^) 
a^^an assumption underlying his model as ".. . there are parallels 

2£2£ *' J? m £® 9 ^^demonstrates the helping 

££b£ Xlff willmi,u ^ nm *• ^nerin whichsMf 

immmm relate to clients... more Is 'caught by staff than tauoht bv mm 
supervisor..* supervisor models a ^of/iSSKKL 
Mt or her interaction with staff* (pp. 6-7) remvonshfps through 

m» supervise© has been found to predict practice outcomes and affect 

development of counseling skills (p. 195) and has^Ss^fcf^ 
for teaming in supervision: (2002:193). significance 

^ l a S 2 1 th686 »»thatlfa quality supervisor- 

h ™™TV*T DUM0 «t « «•*»» wiH occur almost without etot~#Mls 

become a natural cons^Minc© of good supervision. «wi~«wis 
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Based upon anecdotal and case-based information, CSIU's understand^ Is that th«™ 
^nsferring ji and out of offices. Frequent transfers and high turn-over do not atow 

<£A £££ ^fft ml " ' m SCSW "»» supervised the case^Zng 

csw lamented the fact that the worker had just been asstaned to her 3*2 2 
didn't know much about the worker and l»rS2f ^ ^ 

5? P ^"* **" socW to foster and develop stable relationships with 

l^oT{Z^2L^r ^ ^ ^ SC SW with their supervisees. Th^Stotea 
^Ln^t T^? established between the SCSW and CSwLtfu? 

^Tn^ 

> QuaMflcaflorm and Training 

SSlhS^ ^ !f °* SCSW> - *• qualifications of 

r^r^ fi? 1 ® trainin 9 th# y to perform the role of supervisor become 
critically important The errors made by CSWs do not occur in isolation ^ «nH 
ev ^P«^ erroneous decision that was made, eve^mfesed vM Tnd *W 
substar^aid court report that was identified by C8M chUto* iSm aT* 

^m^^^^L^ZT^,^ 9 ***** SCSW « who 
are mS^utdl^f^. balai ^ system to en8Uf « that their CSWs 
eSStoCf,^^^^ deCiS ^" 8 * ^ fe not to «»y that SCSWs are 
STSJt^iT^*^ but ** arrort »* **• identified in the child fatality cases 
oZe^flSZTf 8 "HH ' d08e ^ Presumably, SCSWs anXsfwTo 
possess suffctent knowledge, skill, finesse and demonstrated superior perfomancea* 
CSWs thereby warranting their promotion to being SuoervisW tw2S2TI2^ , 

g^eup^rvS^ * Xpertem * field does not ensure that an individual will be a 
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Many MSW programs emphasize a Direct Practice method concentration This 

^^L rote8 - IS"* P rofl : a , m * 8,80 focu « «P«" how to function within tfTttnttm 
change 860,108 de,ivw y 8 ^««s and seek necessary organtoTtonal 

Massed above a bachelor's degree in social work is not mandatory to become a 

wm Knowledge of critical thinking within the social work context, and an understandina 
EIS^ST ^ 9 SSS on and 118 ^ ^ndards and priria^ itTSore 

•mSS&S! ^SS^SfiS^ mukmmm ****** a focus on 
£*ZS2S^ manaflem8nt actjvWe » in » macro environment (working in an 
organization, agency, large group of people) 41 . 

TOsjs not to say that a degree atone Is all that is needed to prepare one to become an 
effective supervisor; it merely provides the foundation upon whtahto 

fmtfr^^ff^ 01 "! ^"1? and •**■««» to enable its SCSWs to fuWM th7 
important role that they play in the organization. 

L22? 9 1* ••••"to' and a documented retention tool yet DCFS does not have an 
effect.ve tra.n.ng program that prepares and teaches SCSWs to dX to of 
supervising. Supervision of others, whether in the context of aooU w^orltherwise 
requires specific skis and understanding of the role, tasks arSwnSn^ tor^L 
a supervisor that need to be acquired through training competencies for being 

^^l C ^ 'f e T mti b l Cm a » stated that they felt they were 

l^^^^l^^f ^ tr8,n, "8 the respontMiteot a 

^SZSrSSZ S^Sftll? 8{m ,P^ 'f*^ as ycu go*. The problem with these 
training methods is that it fosters a lack of consistency across the Deoartm-** mZ \Z t- 

who Mm mm themselves learned to supen,«e com***, or i, Vln?ply not mXive 
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^ni^Zr^'Si 18 * ? C I! pf0vWes 10 SCSW «- i«the15 day "SCSW Con 
I^t? EST • Jf* 18 ! hocWn 8 is that SCSWs are usually noWWed 

areas that they felt would have been most helpful to them as Supervisors 8 .I*L t,«^ 

^^^^ 

h^te^f*! «fi ^ * ^ to mofivate ^ supervisees and keep them accountable 
how tocreate and manage the numerous logs kept by SCSWs ete How«^»*h* ?« 
be noted that they felt that It was a fantastfcoppo^K 

wrth whom they can form working relatlon.hipsVnd s«|port^tem ™* 
> Active vs Pas sive Sunervip infl 

There Is a delicate balance in the role of a supervisor A simrnvh^ ™ 

however, refrain from over-powering the worker unless abselutXn^LI^? ' t*. , 

Taking an active approach is not the same as micro-managina Rather it mfun. 
understanding that a supervisor has engaged in a^Zl thTsWJv^.^. 

gorier and engendered tie CSW to ml^swiJa^ ^KST HI 

responsibility to be: que*y a.*™*^ cx^of^w^T^ 

***** ^ l«vei of familiarity with a supervisee's work r. ™, , aA 

scheduted supervision which facilitate* afocu. onZSe^S ^ 
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a^^^w^r^^ 10 ^ ^ ^ home calls 

S Z^TL^ Pwvrte the SCSWwith an opportunity to observe the CSWs in the 

ttt ^ut^^nlZ^ nt ^ n * ktentifted - ^ supervision is the 

M fStaoSS J^L^Z *1 WOrke ? are Tec * Mn * m mentoring and support 

mat is aosofutefy critical given the serious and intense nature of their work 

> T in Adminlstratrve/Ctericiil T^ks 

meSnS^^^ta to 1 Jta?J S T^ 08 ^ ""P** data "^fls; attending 

T m J n8 pnona ^ 71184 teaves °^ the other 
§o /« of their mm available to provide hands on supervision of field work, 

^^^Jf^ formation that becomes available through 
compliance monitoring responsibilities as a means of identifying opportunities for 

«ZL ,m ™ Bat,on and v,s,te « submfeston of court reports, absenteeism arid 
other metrics easily measured through Information technology fta ™tor 
bec^aware of performance issues (before they ^^m^m SlSSSSSSL 
and caseload issues. However, the SCSWs estate that they^ «o?ut thTw 
LE^^iS enterir * d !? «nto systems (logs) and obtain^ SfSlrflom 
information systems solely for compliance monitoring purposes T^ ^n^mZnZ 
logs that must be created, maintained and revie^forju^^ 

s^^Sl^ "° *• nm rf ™ associated "» Nation 
Currently DCFS utilizes a variety of date management tools fiat have been develooed 

goes on. There is the Site', Date ^^^i^^^^^^^ B Mst 
arfdtaaH? systems that are currently In development As the nSr of tt^T 
SCSWs must therefore become familiar with and proficient at utfllifho some or ail of 

^£££ i?2i ffft te fl9W8 eut ^ ^ ay,rtam to ««• and then how to use 

"S^^^to^ Tth* were juet plain 
cortfusedwimaloftriedirTBfsnthforrrtat^ Mam^nmrn, mhZmmJ^L , * 

systems that SCWfe k«u« ** <ltat» a!? ZtL^TTL /ww ™ 0f » fl y. B*ven fie 'choice' of 
i^^t^^Tr ^ teln lnform ««on they need, them results an 
.rwns^oy in the use of these various systems across the agency atawhote 



doifrS ^^^IS^S^f t^ m ^ UBBd m mmm ^ to SCSWt thus CS1U 
aowwwwiOMtoHli unnmst of 60-70 IT tyttsms. wNoh «• wiswrt to SCSWiwWn^S 
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£?S?h ?5SfJ£? ^ "^?. , Stnjctured Making system currently used 

^furf S" r ^ H.T PWvWed with 8 ^nsLtton of the Safe 

IlJISSLS?' * ""J? and flexfbl,it y- » aP^red that Safe Measure already 



> 1st 



Active supervision is very time intensive as It requires aualitv interaction h»»u»o« 

^.rf 1 are burW ln ^ state reforms and federalie^tion P 

continuously require more accountability and documentation the aLSs own 

rSlSwhw?!f + w ? f J er8 ' aB documentation that must be completed by 
CSWs which rn turn, must be reviewed by theSCSWs. This creates a 
wherein the more time the SCSW spends on reviewing pawrwoTme tafeTSL 
have toenoaoein 'hands on' supervision, which inTS iS^^^S^Zm 

on the 'tools' that generate the paper that must be reviewed byti£scsw * 

IZ^ttf^Z T FB to . undertake a ""W*™*™ evaluation of Hs various 
information technology systems and documentation procedures, their SlBes and 

, and whether opportunities exist for ^sStta systems 

and/or streamlining the reporting and management process. In JmSSkoSk 

needs to examine ways by which ft can better lmmmnmtrZL»l£l IJr * 5 s 
documentation to w^ricZe SKli rS^nTS^ I* ^ 

tee consuming deriilteste. A4mZ^^^Lm^m r ^Zf h 

to^woXS^" UP 10 Pr ° Vide mo "' hand » m and fteldsuperTton 

> The Direction of S.ioervision fa r.hiM 
In a recent symposium sponsored by tie Social Work Polcv institute /swpi\ «# «,« 
X y SC te ^S: n ^ — -■»•«" »«prove 

> RecruHrnent of supervisors should inciude a corriWnation of educational 
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requirements and performance expectations 
> Supervisory training should be a prerequisite to transitioning into supervisory 



" SSSS&gSS*** qu,% assurant » rate » "*» <*» - — * «> 

> Minimize the number of required forms and paperwork 

> Develop agencyprocesses to provide support for middle managers to mentor 



DCFS would be well served to look to the extensive bodv of reseat* ^ «... ... 

lu^Z^TT? in , examlnin9 ths «*-w£i ^JSS?ja SKSB. 



&mlu^ono^!mn^a^aD^^Mmnol!^ >n ' *~ fuH!™ * 1 em P na8 ' 2M that a supervisor's 
2Z2_!£!d Asn< "«' ««•* * <na*s« a ma^r contribution to ffie irorfrW. 

aaHou^y und^ed by tneiSe SSSBSSX5SS5S £22&. 
investigative and assessment errors that collectivelv resuii«d in nZn?nL ™ ? ^ . 

SStttSZ ,hat S? WSaMSBBff* 

reautmpn! ,!nT r Sj£ 2?^J*** vio,ation8 - However, given the 
requirement under Civil Service rules for progressive discipline the DeoartmAnt «™ 
hamstrung to impose discipline; out of twentv ^ ^T^.^JT?! 1 *^^ 




KWlu/helpkW^rcpctfs/eulidingAModelandFr 
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mdmt ^J^^ll^ 9 ^^ p0,icy vio,ation8 ' ^ °™ worker received a 
18 ?T* "* h0 * P 00 ^ conducted and 'oveny generous' performance 

£££ r a r^.^r^ ierto ocfb imposin « w«» inIT 

rT£V"J «^^aniMlon becomes more and more burdened with low performers 

ot cniwren mat DCFS * entrusted to protect There are child fatalttv incidents In wMrh 
te sa^sootel worker and/or supervisee have been invXdTmo^ one mm 

SSST"? management's 
!Sih^^ dl8a P ,lne tet f °, n down the line, especially where there is an 

£3% ^EfT 8,1 2 ft?*? W8tory «* ^Wee is rated as-very 

oCatte^ t0 demote f teTOlnate ° n Wtoyee abserrt a 
snowing of a pattern of poor performance or other problematic issues. 

> The Discipline Process 

^\eto^V^'^Z n Zf tt " ec ?« 8ar y ^PS that must be taken in order to 
m mm to move forward with imposing discipline. As mentioned above, the interviewed 

Sn^^? frustrated ^ the fact «* they have never weeded SSSm 
tranng on the "what, when, why and how 1 of the discipline process TrWhi^ no 
guidance as to when or how to put a worker on an action pSTthe ^whTInJh^ % 
maintaining necessary documentation or even ZSSm 3?ff h0W ° f 

AnofMr sum way to undermine the agency's ability to successful impose dtocimin. 

£££ tt^^l^t^l " mmi > ARAs, RAs andDeputy^^ 

Directors in terms of their expectations and 'ohilosonhv* tnuanta wi.^i^ Ti. y „ 

no. appear to be uniform £ of^e&^Xtc^^ 
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stoSs^' ° mCm * DCFS; in8tead esach ^ 8e «^ to have their own set of 



fSH ^ hoW mk v™** 1 * to »*»r standards of performance than 

ara ^^LtK^ mW ?^^ -non* wortwt, vlfch SCSW and offices 
oTeS^raC^ 000 re 9 |ona « offk * to anothar.^hen 

they were receiving guidance rather than a 'rubber Xn^ SJSSiT 
Additionally, there must be consistent enforcement of standards AuoarenHu <u»i~4k«». 

so™ « Z^H„™!l e .Sr P***"™™* «rie. from office toofflce; 

™^?™9 ent / a™ avoidant of discipline whether it be based 

S nloL^w,!^^ * • "<* """a* "ecaxaa 'he/she H 

ARA not to pursue disciplinary action even when they felt It wai ^rrantod ' s 

«r SCSWs fall to enforce perfom,ana^Ss™p?n thefr workers 

£i%EZ?£2 U ?'f%V "X™™*- — r case, vAenARAs 
demonstrate a lesser standard, it can become the 'new 1 standard for thelrsesw. 

example'; thta holds true from the ve* top of JEr£HM ta MaXn* 

critical to the performance of DCFS as a whole. There cannot be iTdifterenT lit of 
be operating with the same understanding of the same standard. * ? 

^^^^^^^^^^^^ 

mat their acflon. shouW no. represent an S^rtSS? * 



stSOZltZZ?^' M*r imom atndsM with t» mm to sk. 
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represents the Department's response to their misconduct or failure to meet standards 

< I ¥ 1H mmitaent must be to the larger organization and the children and 
families that DCFS ~ — * — 



While allowing under-perfdrmers to remain on the Job may be tolerable In some 
professions or workplaces, It most certainly cannot be the case when it comes to child 
Protedten workers. Here is no room tor avoidable mistakes in this arena as they can 
and unfortunately do, result in serious harm or death to a child, DCFS cannot afford to 

keep employees n knmm, or has reason to know, are problematic as the stakes are too 

J ?!T£* Pi f<2*" 0t a PP r °P ri »te disciplinary measures if it has boxed 
feeff in by artteaMy inflating such employees' performance evaluations or simply not 
taken appropriate disciplinary action when It could have. 

Strong human resources management must be a top priority for DCFS to ensure that it 

r^!J!?lT? tho f* mn and d0 caTvou* the mission of the 

Department To that end, it may be beneficial for DCFS to consider utilizing human 

X ^TJS^^ *£ °° m ^S mnmi m staffcan consult, 

recewe advice and guidance, and who participate with the DCFS manager In navigating 
through the admittedly cumbersome and complicated process of discipline within lie 
civil service system. 



CONCLUSION 

JbmS^IT^^^S^ ^ Mmtmm as *»«H*»g to the child 
Matty fotdMito reviewed by CSIU, were likely caused by not just the personal failures 
of the indnndual workers who made mistakes, but also possibly engender! by the 
system M. The ^areas of major concern identified in this report bear out two complex 

Mure to flounsh and (2 that DCFS must be supported by other County Departments if 

children grow up safe, healthy, educated and with permanent families. 

SSH^SSti ^SS^VZ?? « s teadwWp ranks. Without 
property qualified, skied professionals who are eommlttsd to doing good work DCFS 

** *H levels within DCFS, attention must be paid to the 

h^^^ll^^ *? h,r8d: *» supervision they motive mm 

Yet, even in fie critical areas of the 'front end' and In Its supervisory workforce, DCFS 
may have set iteef up by failing to re«)gnize the need to have the n^npe^fo/tfw 

job. Social workers ans not generio-^he skii and mfmmmm^p^^Zm 
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vaned as the functions within the Department Thus, rather than treating them as if they 
are all cut from the same cloth, DCFS must strategically recruit and staff social workers 
in the positions where they are most likely to excel. 

With respect tothe 'front end", DCFS must take several factors into consideration when 

recruiting and hiring, Including the unique skills that are required for the job of 
conducing Investigations, the demanding nature of front end' work, and the need for 

PUP? 1 !? to supervisory workforce, Los Angeles County 
obtained a waiver of the State Regulation that requires all supervisors to have a 
Master's Degree in Social Work ("MSW") because there simply weren't enough 
ca^ida^ wWj MSW degrees to fill vacancies. In light of this reality, It is incumbent 
upen DCFS to facilitate continuing education for its SCSWs-especiaMy those that do 
not have an MSW-and to develop strict criteria for the qualifications that must be 
possessed by those who do not have an MSW before they can be elevated to the 
demanding rote of being a supervisor. 

HZS p ?^! 1ne ' problem 18 """Pound*! by the lack of effective training programs. 
While training does not, by Itself, guarantee that performance issues will cease to exist 
it is a means by which DCFS can ensure that ail social workers and/or supervisors ' 
begin their duties with a common understanding of what is it they are supposed to do on 
adaHy basis and practical guidelines for how to do those things Considering that 
DCFS already invests significant time and resources into training, It seems logical to 
that the Department would aim to maximize tie usefulness of its existing training 
Dm ^^- , Yot ' te programs are larger/ theory-based and lack the type of 
practical interactive learning experiences that are essential In a field like social work 
where words on a page simply do not have the same impart as walking people through 
scenarios they are likely to encounter. 8 

Rather than developing robust training and continuing education for its workforce, DCFS 
seemed to respond to the lack of qualified and experienced social workers and 
supervfeors and performance management Issues with a plethora of policies, tools and 
strategy designed to achieve consistency in decision-making. The more than 4 000 
pages of policy are written to give workers step-by-step guides for just about everv 
action they take. The Point of Engagement Model to mmo^ m ^tmtmSm 

have been established as "legitimate- by researchers. AH of these policies, tools and 
strategy were supposed to regulate decision making and -make up- for the vartfng 
lave* of experience and education possessed by line workers. ^ 

Instead, the result has been a dilution of fie need for critical thinking, clinical analysis 
sound professkxial judgm«it In addition, although these potfctes, tools and 

^25? m * DCFS departrnentel goals the waylay are 

more^tentesl DCFS must therefore undertake a comprehensive review and 

evaluation of its organizational structure, the essential functions of its personnel and the 
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imptementation erf the strategies that are supposed to facilitate Its mission of protecting 
children and restoring families. K y 

Of course it must be borne In mind that no matter how much DCFS does to improve Its 
organizational structure; It can all be rendered meaningless without accountably. 
DCFS must ensure that it establishes clear and consistent standards of performance 
that are uniformly enforced throughout the department in order to avoid creating an 
environment in which some people seem to be going through the motions without 
reafang the importance of what they do on a day-to-day basis. Changing such 
MUtanej philosophies requires accountability at all leveis--from the unit cleric to the 
Executive Management Team. Everyone must have a clear understanding of the fact 
that onceDCFS intervenes on behalf ofa child, that child is the Department's 
responsibility and every single person involved shares In that responsibility. 

Whfe i»re Is no doubt that the area of child welfare is primarily the responsibility of 
DCFS, there is no arena in which the axiom "It Takes a Village" it more wx^than in 
chM welfare and protection. DCFS Is simply not equipped tobattte menlSheatth 
substance abuse, domestic violence, a myriad of medical needs, and legal issues 
without thesupport, active participation, and available resources of othe? CounT 

^^Sr^i-^t"^* T* « m . **" Count y Departrwnte who need to be 
partners witti DCFS in addressing the complicated issues that are implicated in child 
welfare have not fully 'bought In' to the concept that they are part of the County's 
corrtinuum of care for children and families. In order to achieve this critical »buy-in" 
DCFS must find a way to integrate these Departments into ite delivery of services ' 

T by - wh l ch m ***** DepartmeVrts communicate 

ZL£ KflSliJ? * m T f aJway !L an °PP°^n% to them to discuss what they 
need from one another in order to meet the needs of the children they must protect. 

All this calls for a paradigm shift In the way DCFS does business because 'business as 
usual* wfll nrt facilitate the path to improved performance and better outcomes for 
children and families Some of the changes that are necessary to effectuate such a 

P ^Z n f^^ b Z n i n ^ ^tonger^llevwiwrmbodytiatenters 
the training academy be 'passed through' and greater emphasis will be placed on the 

qU ,fS Cat T ofthow "?° mn mm ***** academy. CSIU is tofemkd \Sm mm 

££SE! 22 T pt ft ^^JST*"* at m «■* m ^ h 

response tojorge T and the Katie A. Strategic Plan, integration of County services has 

improved. These steps are a solid beginning but they must be followed by manymore 
Thouih tonw of the changes suggested h this report involve tegt*ca» planning and 

'" V * r ^ » to DCPS to consider the tour recurring 
ISS^T fff^ 2 th * V°*. m K mom *»» ^Proving its 
S^^wZ^^^^ ^ ^ D «P«rtments. and fulfilling Its 
f l8S »n £P rov W«i chad welfare services. CSIU's detaHed suggestions as to 
how DCFS may address these challenges are attached hereto as^SXT 
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Pront End Inve stigation Failure* 

> Consider expanding the qualifications for social workers to include a 

broader range of educational backgrounds and types of experience such as 

law enforc»i»nVciwiinal justice and candidates with advanced degrees in 
fields such as law and education. 

> DCFS must take into account that different ski sets/personality types are 
required for Front End work. Consider direct hiring for the Front End as a 
way of recruiting qualified people who will commit to becoming experienced 
investigators. Alternatively, consider requiring workers to have 2-3 years of 
experience before they can be assigned to the Front End. 

> Front End workers need specialized training that should be comprised of 
classroom training that is reinforced through field training. Consider 
entering training models similar to those used by law enforcement 

2*TS? ™*?? 8tha ! f 1 te| P 888888 whether training has been effective: 
srtuation-speciflc stations, written testing, and/or the use of field officers 

who evaluate the performance of investigators before they are approved to 
work independently. 

> £ CI 2f «f* ***** an evaluation of the apparent misunderstanding of 
the definitions of "unfounded", "Inconclusive" and "substantiated" DCFS in 
conjunction with County Counsel, should consider whether legislative action 
» required toclarify the confusion caused by using Penal Code definitions in 

the child welfare context 

RS,#2: S^^ C iV<> ^P* 8 "*"**" of Poc^O" M«M"» TmI- ^ 

> Consider revising DCFS policies so that they are dear, consistent easy to 



888888 f 0,nt Engagement to determine whether the process is 
friejve wKhout its critical components (such as ISWs and ample options 

thecnteriaompomnte. ^ 

> Assuming POE It kept in-tact analpe whether tie offiew where it is being 

E? ha^^iffttod with fidelity and for those offices where it is not 
MjO£Kl ft ail, determine wheiwtfw f»ey should be required to 
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> VFMs are implemented in some of the most volatile/vulnerable 
circumstances. Develop new implementation criteria for VFMs to ensure 

that those cases receive the necessary supervision and services. Consider 

"l SU f 5 »lf tebiishment erf VFM-onJy unite, requiring more 
contacts with the children and the family than are required In non-VFM 
cases unannounced visits to ensure that mitigated safety factors remain 
matted, regular contact with service providers, and Internal case 
conferences to compensate for the lack of court supervision. 

> S^^^l™ Fac,, « ator8 - *ooi*ig to policy, TDM facilitators are 
active participants who are ultimately responsible for ensuring that 
Safety/Acton plans ensure child safety. But they cannot do this if referral 
forms are left Wank and they are not required to review CWS/CMS and/or 

SSSSXSf m1omm T • " crWcal tocao " ls ^Phttlzed, TDM 
Faalrtators AND case-carrying social workers will understand the 

importance of giving them enough information to be effective In their roles. 

> Thereis awareness at all levels of DCFS that SDMs are not being utilized 
correct and can be (and are) manipulated to justify predetermined 
outcomes and/or avoid higher levels of review DCFS must reassess the 

^^r?S^l? DM a «^ ete ™«^ther that purpose is being met. 
Consider using SDMs as a validation tool to be used by supervisors to 
ensure that their CSWs have considered all relevant tectorTa^eached 
sounds conclusions. ™" 



> The Department has six goals-all designed to be equal and important 

ot-Home Care appears to be drowning out the other goals, including 
•Improved Chad Safety". DCFS must ensure that all goato are beini'heard" 
equally by engaging in an active campaign to "brand" its message III ooala 
are created equal) and making sure management is implement col and 
policies in manner consistent with Department's objectives. 

> !2Zn^ h ^f^ workers must be improved-giye them tools that 
m^SZ^S bett< r. record8 for investigations so that 
oro^l^^^ ,e T m ^ and hw °ri« «• given 
d^SSS^St ^ n !?' CmMm u,jnfl **» recount softer or 
olhw teohnotoBMal tools to ensure records are accurate, deia gad and 
ba^on^impresttons. Consider •w*™m«**mmi*m^ 
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? f 3 Vrf i afle ' DCFS ^nno* <■*< should not) stand alone in Its mission 
MOUs as a means of aligning all Departments that srnwW^ayaX 
> Clear definition of roles and responsibilities must be established as dcf<? 

So^ SSSS? 1" reaCh6d by Hub P"»»^5iS ^WW will 

SSSJ^^. C ° Un,y 0ouns91 mu8 < P"*""* alertbcFS 'if 
SSfS. "f.!" to "Wrtid "y facts provided 
particularly in the court context where doing so can result k, stronoer 

Km s^ar 1 coun,ei and inco ' pora « nfl te « ai 

«r™.^nT.trr^Jf^ llbythepare,rt '- The™ must be a process for 
orjoinp assessment of their appropriateness and efficacy. Workers must 
dialogue in which the service providers are advised of the reason, for 

^fa^ n ^ a ^V XP !f W,0n, DCFS «»* *»SSZ p^upon 
the family. Service Providers must be advised of the need tor m*«tan£. 

decisions that are based on parents' progress and rehabilitation 
RSI#4: Wl*** Human R..ourc«,. »^B"ntlTTTT1 — T 

*" SE^r!^^ I^SCSW Core Training to Include practical 
the numerous information systems, etc. 8U P»™sees. how to use 

> Encourage SCSWs to use regularly scheduled meetinos with #»if 

L^u^' • 

V ^Ji"* 1 "fOertakea comprehensive evaluation of its various 
wTd n^^n^' 6 ™ and/or ~"N, the 
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> DCFS should evaluate whether support staff can be utilized to Input and 
gather data for the SCSWs thereby freeing them up to provide more hands 
on quality control and field supervision to their workers. 

> DCFS should consider utilizing human resources specialists and County 
Counsel with whom its management staff can consult, receive advice and 
guidance, and who participate with the DCFS manager in navigating 
through the admittedly cumbersome process of discipline within the civil 
service system. 

> DCFS must ensure that SCSWs are supported by upper management in 
instances where they identify performance issues since they have the most 

direct contact and experience with line workers. 

> DCFS must ensure that It establishes uniform standards of performance, 
enforcement and discipline. 
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